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Prologue:

This manual is one in A,series of thirteen developed by the Northwest Regional
Educational Laboratory (NWREL) as part of the "Keys to School Boardsmanship"
project.

The wor15shop programs resulting from the project are intended to help
strengthen local school boards through continuing education.

The workshOps in the series have been thoroughly tested by NWREL staff and by
the staff of state.school board associations in Alaska, Idaho, Mbntanac,Oregon
and Washington. These programs have been found to be extremely ubefql as
tools for strengthening continuing education services to school board members.

The "Keys to School Boardsmanship" materials are now being pUblished and
distributed by the National scip Boards Association (NSBA). In addition,
the NSBA is developing a nationa center designe4 to assist state associations

make the best use of the material.

Thirteen manuals in the series now available from NSBA include:

o Board/Administrator Relations

o Building Bridges: School Board Political Roles

o Communicating with the' Community
/

o Conflict: Alternatives to Blowing a Fuse

o Effective School Board Meetings

4 V
o The Educational Management Team

o Policy Development

o

. -

Policy is Power

o ,Program Evaluation: dchool Board-Roles

o What go SchoolBoards Do?

o School Board Self-Assessment

o School Improvement: A Tune the School Board Can Play

Teamwork: The Board and Superintendent in Action
0
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POLICY DEVELOPMENT'

SECTION. 1: INTRODUCTION

,Purpose and ,RationaleA

lEyery so often school board members have an opportunity to chart a new
direction or confirm an existing direction in the face of one or more clear
alternatives. .The board decides to refuse all federal money and/or projects.
A transportation company is given the district's transportation business, even
though it will cost more. pr the board directs, through policy, that all
building principals will spend 60 percent of their time in the classroom
supervising instruction. 4

"These events, fn which new courses are set, are the'most important class of
events in human affairs." They are key decisions that shape destiny. They
are the most complex and demanding events with regard to moral, social,
psychological or intellectual problems. They are the "key" policy problems.

If there is any one'generalization about the state of these policy problems,
it is tha therere the most complex problems in human affairs. Not only are
these policy issues affected by individuals, they are affected by groups of
individuals, organizations and groups of organizations.

The purpose of the Policy Development workshop is to introduce the
participants to some of the many variables that must be considered in the
policy, development cycle.

The Policy Development workshop is develoPed around nine learning activities
of instruction. Each activity contains a variety of instructional and
experiential activities that are designed.to help the participant ach'1eve
specific objectives.

Goals

The goal of the Policy Development workshop is to stimulate a discussion and
conceptualization of a systematic procedure for management through a cycle of
policy development,'

General Goals for the policy_Development Workshop

1. To present the individuals on the school board as siacere, respOnsive
people, eac with his or er unique interests and values

2. To present th school board chairman as active and in charge

3. To:present the members of the board as active participating members,
representing a variety of social, political and economic viempoints

To present the superintendent in an appropriate role as an advisor
working for.the board of education

1



5. To provide a famed teaching tool and workshop materials that can be
used with a minim* amount of training

6. To provide an instructional program that can be adapted to different
time frames ranging from 30 minutes to 6 hours

ObjectiveS

The,objectives of the Policy Development workshop are as follows:

1. The particUents will increase their knowledge of the procedures.that
are involved in develoPing a policy before it is adopted by the bdard.

2. The participants will demonstrate an increased knowledge of the
school board's role after a policy is adopted.

3. The participants will increase their knowledge of the reasons why a
egbool.board needs to have policy.

4. The attitudes of school board membe s in the workshop will be more
favorably disposed about the value and worth of school policy.

5. The attitudes of school board members in the workshop will improve in
value and worth about their individual contribution to the school
board.

-6. The attitudes of school board members in the workshop will be more
positive about the worth and value of the contribution to the school
board of their individual needs and beliefs.

One-Hour Workshop

An interpretation of the pre-posttest data for the one-hour Policy workshop
indicates that the participants can be ,expected bo have significant gains of
knowledge based on objectives 1, 2 and 3. There is also a trend toward a-
positive shift in attitudes as listed in workshop objectives 4, 5 and 6.
However, the attitudinal shift in the one-hour workshop was not as great as
the.gain in knowledge.

Two-Hour Workshop

An examination of the pre-posttpst data from two-hour workshops suggests that
the participants can be expected to make statistically significant gains in
knowledge levels as described ih objectives 1, 2 and 3. In addition, the
two-hour workshop can be expected to produce statistically significant
positive shifts in attitude as measured with a semantic differential for

'objectives 4, 5 and 6. "r,.
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Three hour workshop

The three-hour workshop can be expected to produce the same results as the
two-hour workshop. In addition, a three-hour workshop will provide an
oprortunity to expand the program to achieve. objectives 7 andillip.

7. , The participants will demonstrate an increased ability to analyze
societal factors impacting policy deve opment and management.

8. The participants will demostrate thei ,understanding.of the policy
process by analyzing an developing a school board philosophy
statement to' serve as guide for policy development.

Organization of tbe Leader's Guide

The Leader's Guide contains the basic directions and materials you will need
to plan the workshop. Any additional information or experiences that youican
bring to the workshop will serve to strengthen your presentatioh.

Section 2: Planning the Wbrkshop

Section 2 contains information about preparations you need
to make before presenting the workshop. Included are hints

and suggestions about:
,

,o Focus and,scope

Objectives and time estimates

o 1Becoming fiamiliar with the material

o Reviewing Section 3

0

o. Skills needed

o Organizing for learning

o Groupingh of participants

\

Use of transparencies

o Warnings

o Egaipment needed

Section 3: Presenting the Workshop

Section 3 includes a step-by-st
workshop procedures, aldhg with

p description of the
the time allocatiOns and

the required resources.. In add'tiopf you wfil find:

o A seqpence of workshop act vities'

3



Section :

.1*

SPecific idstructions and references to participant
.materials and audio and visual aids

o A leader focus-for gach workshop activity

H ul hints about workshop aaivities

Evaluating the Workshop

Section 4 cOntains the procedure used for evaluating the
workshop.

"o The background 'of the development and testing of this
workshop

Section 5: Resources

This section contains reading material which the leader
will need to become familiar with-before presenting the
workshop. Included.in this section are:

o Concept papers

o Background reading and references

*:
Further explanation of:ideas developed in the workshop

Section 6.: .s 'Participant Materials

J
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SECTION 2: PLANNING THE WORKSHOP

Focus and Scope

1
The Policy Development workshop is composed of nine instructional activities,
each with a set of unique objectives. It is possible to redesign the workshop
to emphasize specific objectives or to meet given.time requirements. However,
a word of caution is in order. The workshop will be less successful if in the
redesigning the leader eliminates or limits the time allocated for group
discussions, interactions and simulations. In other words, do not turn this
program into a lecture because of time limitations. It is better to omit
certain activities if the time frame is limited, but give a complete `
presentation of those activities that are presented. The transparencies,
activities and film have been designed and organized to be used in a one-hour
workihop, a two-hour workshop or a three-hour workshqp, depending on the
objectives ofithe leider. Each leader is encouraged to be creative and
flexible. The purpose is to get peOple thinkingmit to "give" them the right
answer.

Objectives and Time Estimates for Three-Hour Policy Development Workshop

The following Outline presents the activities and the approximate time needed
for each.

Time

17 minutes

15 minutes

5 minutes

5 Minutes

7 minutes
32 minutes

92 mdnutes

40 minutes

15 minutes

12 minutes

POLICY DEVELOPMENT WORKSHOP

I, Activity

Activity 1: Election

\ Activity 2: Goldhammer

Activity 3:' ,Four Functions

ActrVity 4: Objectives

Activity 5: Show first 7 minutes of film
Eackground and Approach

Activity 6:

Activity 7:

Activity 8:

Activity 9:

Describe Community
Complete the-film

Policy Simulation .

Conclusion and Summary

Workshop Evaluation

5
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Two-Hour Workshop

The workshop is 'the same workshop that is Oftented in the Leader's Guide with
the exception of the Policy Simulation exercise. (Do not use Exercise 1.30.

One-Hour Workshop
4

The following organization bas 'been found.to.be most useful for a One-hour
--workcshop: A

1. Inclusion and Anticip*atory Set Activities

o Warmup Activity
o Four Functions'
o Objectives

al

2. Start the film; show first seven minutes.

3. C9mplete Exercise 1.1.

4. Start the film. Show the film to the'end.

5. Review with:

o Transparency PO 4
o. Transparency PO 5
o Transparency PO 6 .

o Transparency PO 7
o Transparency PO 8

6. Evaluate thq workshop.

Becoming iamiilar With the Materials

This workstiop has been designed around-a very specific notioh about the school
board's role in policy development. The papers presented in Section 5 of this
notebook were developed to provide you with the background, research and
theoic upon which this workshop is built. They do not represent the last word
on the subject, and any additional research and reading that you can bring to
the subject, will strengthen the presentation. .%



Reviewing Section 3,.Pesenting the Workshop

Section 3 qf the Leader's Guide is a steprby-step'outline'for presenting the
workshop. There are aliumber of "cues" that have been used to assist you as
leader in the presentation:

o Activity.

4
Each'unit of instructiOn is identified by an activity number and
title, both of'whidh are underlined, e.g., Activity 2: -Defining the

Learning Ptogram. Each' activity stands at a unique unitipf learning
with its own objectivek,-participaht activities and basiPof '

knowledge. The various activities ire related in that they are all
part of a larger common tcmcept, in this case,, policy development.

. (See Figure la..)

.o Leadet Focus

Immeiliately underneath the activity nurilber ind name there is a

heading, Leader Focus, that is also underlined. The Leader FcAus
provides you with a "mind set," a "feeling," an "attitude" or an
"anticipatory set" that you should attempt to establish in this unit

1. of instruction. The Leader Focus might be defined as the "affective"
objective for the unit. (See Figure lb.)

ol 4ime

the iotal time re
left hand column
divisions.of ti
hand oolumn. (See Figure lc.)

ired for each activity will be located at the top
f the-first page of the activity. Additional

e within the activity will also be noted in the left

o Materials

The right hand oolmmn of each page will list the matetials,
transparencies, workbook references or other activities for
instructionthat need to be brought to the attention of the
instructor. The referencetwill be noted in the right hand column
next to the appropriate point of instruction. (See Figure ld.)'

111The m e section will use'ihree cues. They are:

o Leader %instructions

Subpoints

o Lecturette

Subpoints 2

go CAPITALIZED WORDS

Siabpoints

7



Leader Instructions

The cue, Leader Instructions, alerts ou to something you must do,
say or cause to happen. Each of the following bullets "o" (see
Figure le) are additional sequential cues.

,

o 'Lecturette , ... .

,

,

.4
,

The cue, Ledturette, alerts yqu that atthis point in-the Workshop'
you are excted to provide a knowledgloase. or lecture about a given .
subjedt. e-main pointi"-ikthe lecture will be outlined in the

4 following aragraphs until you reach a Aew cue. You will also find
in the Resources section papers that will provide additional '

background for the leceire. It is best to make the main points in
your own language or words. Do not read the lecturette. (See Fig

a

o CAPITALIZED WORDS,

The cue of CAPITALIZED WORDS within the general framework of the text
alerts you to the advisability of reading the exact words to the
participants. The exact words in this case will help direct all the
participants thiough the planned learning activity. (See Figure lg.)

o The cue "--" is'uded to alert you to subpoints that Eay be used to
add to r clarify a thought or statement. (See Figure lh.)

o ,Hel ful Hints,is a cue that will appear at the end of same
activiti s. Its intent is to cue you into something that will help
make the workshop more successful. (See Figure li.)

o A solid line across the entire page will be used to indicate the end
of the activity. (See below and Figure lj.)

Figure 1 on the following page is a visualization of what might occur in
one unit of instruction.

J.
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'FIGURE 1

(d)

TIME MATERIALS

(b)

tal

ime:

min.

Activity 2: Defining the Learning Progrim (a)

Leader Focus: (b)

(d)

5 min. o Leader Instructions: (e) Trans. PO 1

o (e)

... j
5 mine o (e)

-- (subpoint's) (h) ; d)

P
(subpoints) (h) Workbook

Page 2

(g) *

20 min: o Lecturette:

o Ask them, Ig THE SCHOOL BOARD IS IN kiARGE, WHY
DON'T,YOU DO IT?

%.

(f)
A

(subpoinps) RF

Helpful Hint: Move this section very fast...
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Skills Ceeded for the Workshop
Alp

Before you make a decision to use these materiaK you might take a few
minutes and think through four interrelated decisions you should consciously
make. All workshop leaders or teachers make the same decisions. The only

'difference is that a few understand they are ;snaking the decision, anatthe
others do it by the "seat of their pants," or as Madeline Hunter says, "like
egg on a wall you may or may not hit the spot." The decisions are: first,
what are the needs of the participants; second, how much time do you have to
work with the participants (one time only for,one hour, several times for one
hour, one time for four hours, etc); third, what extent of knowledge do the
materials represent; and fourth, what are your skills in workshop leadership
and competencies in the subject matter?

Participant Needs -

In'any workshop the participants All come to the program with.a varieey of
needs, beliefs and styles. Most adults learn best about that which they can
innediately use. However, within that statement there is a range of
participants; there is a group that tUst wants to learn about the idea, still
another grow tha wants to develop skills and a third group that wants to
immediately the information. Of course, it takes less time to expose a
%person to an I.:a, more time to teach participants a skill, and even more time
for them to learn how to apply and use the skill.

A the same time, many participants come to a conference solely for the
opportunity to socialize, discuss current issues and to strengthen and enlarge
their interactions and acquaintance with other school bpard members. The
matep.als in this workshop were designed to meet thesei*inclusion%and
"beliongingness" needs through controlled small group discussions and
interactions. The word "controlled" is used because these same adults have a
need to appear to be in control, and at the same time, they went the workshop
,to be in control, and be of value and present a worthwhile learning experience.

Small group interactions are an important foundation of the design beAuse
they also encourage "feedback.". Adults need the opportunity to apply and try
out new knowledge. Adults need to know where they stand. They need an
opportunity to test new ideas and to make mistakes. 'The small groups allow
the freedom and create the control needed' to reinforce described learning
outcomes and bc help mistakes become valuable learning opportunities,

The use of small groups provides.a balance between the "expert" workshop
,

leader and the "experience-based" school board member. the small groups
create an opportunity for the school board member to test his/her experiences
with the ideas of the presenter.

Any attempt bo reduce, the small group interactions in this workshop in order
to "give more information" will surely "gut" the basis of the design and
ignore the needs of the participants.

10
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* .The critical.element.in.learning is time. The biggest mistake you can make is
p.ci attempt .to build skills or force technical application of knowledge without
enough time. Time relates to learning. You must relate the time available io.

,the needs of the participants. The critical decision is whether you have
enough time to' meet the-participants' needs and the objectives. A workshop
desig*d to develop skill will tilie more time than one designed to expose the

f participants to-an idea.

-*Level cfMaterials

he research and development of the concepts and materials in this workah,op
.centered on three levels. The first level is identified as the "introduction

,Llevel," defined as representing enough of the generalized concepts in the
- subjgct area bp present a current overview of the subject matter. The second
- level is identified as skill building, representingithe basic skillsin the

subject matter. The third level is identified as the technical assistance
level, to represent an expansion of the basic skills to include application,
analysis, synthesis and evalikation skills.

.The mate rials in this workshop were developed to be used at an exposure or
skill building_level. The skills that are reprebented in the materials are
specific and by no means represent a.complete view of the knowledge on the
subject. If the workshop leader or association representative is expected to
work at a technical assistance level with an individual school district
he/she would stirely be expected tica bring,additional knowledge and skills to
theexperience.

Leader Knowledge and Skill

l'A,leader with a'minimum amount of skill and knowledge should be able to .

present the workshop at both an introduction and skill building level by
following the suggested steps in the Leader's Guide. In this case, the
workshop leader should stay very close to the suggested outline. After
presenting the workshop several times, the leader may then be ready to create
his/her own choices within the Materials. If, on the,other hand, the-workshop
leader is_an experienced workshop leader with an extensive knowledge in the
subject area, the materials in the Leader's Guide may well serve only as a
reference or guide. In this case, the leader may choose to alter the material
to meet his/her own style or workshop objectives.

The concept papers and other material in the reference section of this
Leader's Guide provide a ready reference for the growing leader who wishes to
expand beyond *the structurid material. Just about any material including tbe
most complex mathematical problems can be delivered with a structured,
mechanical knowledge level approach. The growing, creative workshop leader
will, move to a higher level of understanding--application, analysis, analysis
of relationships.and analysis of organizational principles. At this point,
the leader will be in a better position to help individual school boards on a
technical assistance level.

16

4



The question for the leader is, are you going to throw egg at the wall or are
you going to pr4Ot1ce what you preachquality workshop leadership and quality
representation for local control?

In any case, all workshop leaders are advised to review all the material, the-4,
transparencies and the workshop exe4Oises before thaking the first'presentation

public.

'Workshop Difficulty

0 The Policy Development-workshop presents policy making as a social process.
It is an easy workshop to present. A workshop leader might find it helpful to
review the Policy is Power workshop before presenting this workshop.

A leader with mediumeskills can present this workshop at a skill building
level.

One of the real problems in school boardsmanship is the general misunder-
standing of policy and policy as a social proCess. Too often people who.work
with school boards present policy at a mechanical level. They often go to
great.lengths to make sure all the "bases" are oovered in the district's
,policy book. Often this approach does not involve the local administrators,
teachers, school board.or parents. As a result, the policy does not really
belong to anyone except the consultant. Meaningful, well written, long
lasting policy is a social process involving all the elements of the
oommunity. It is only at the social process level that the school board will
start to see policy as a tool for the management and control pfthe séhool
district.

Organizing for Learning

The Policy Developtent workshop is designed to bring together the personal
experiences of the participants with the new experiences and information
presented in the workshop. Consequently, the.most effective way to use the
materials and to organize the workshop is to create an environment that
facilitates interaction of the participants with'the new information.
Conversely, the least effective wav to use the materials is to lecture to the
partio4pants. As a workshop leader, you should have,some notion about the
learning theory upon which this program' is constructed. A concept paper on
this subject is inc_luded in the resources section of this notebook.

The most appropriate arrangement for the room is one with tables to
accommodate seven to'ten people organized in such a manner that all the
participants can see a central projection a'rea.

If small group arrangements are not possible, attempt.to provide for
arrangements where the people can move around for worksessions.

Each workshop leader is encouraged to adjust, add or remove patts of this
workshop to meet his or her style and the participants' needs. It won't be
yours until you change it.

12



Depending upon ple workshop leader's goals, the groups can be eitheç organized

around "home groups" or "strangeWoups."

Home groups give the participants an opportunity to use-live, meaningful
examples from their own district. However, it limits the inclusion 9f new
ideas, limits workshop communication, and allows the typical dominating

''superintendent or board member to continue to dominate.

Stianger groups provide an opportunity to'increase communication 8etween

school boards, which tends to facilitate sharing new ideas. -This, oE course,

may be good or bad. The stranger groups do allow board members to "rehearse"
new roles without being as self-conscious .cor threatened.

Use of Transparencies

Tr nsParencies in this, workshOp serve a rather unique function. The

tr nsparenciés serve the same function for the workshop leader as "cue" cards

do casters. The transparencies have been designed to free the
workshop leader from the Nritten page" of the Leader's Guide., The
transparencies4arry in an abbreviated form the main points of a lecturette or
other information that is to be provided by the leader. Consequently, with

just a little homework, the leader should be in a position to display the
transparency and expand the abbteviAted points through a lecturette or

directions. The key is to free oneself from the podium or central stage and

walk around while deliliering the message.

Warning: Do not.atteipt to deliver this prograM w ithout first reviewing and
coordinatingthe transparencies with the film and various activities in

Section 3 of the workshop.

Do not use the pro:gram in a structured lecture hall where participant

. interaction is restricted. The exercises and program are designed for

interaction, not a lecture.

Equipment and Materials Needed

o Newsprint-peper and markers

o Masking tape
o Workbooks
o Overhead-projector
o Spare projector bulb
o Blackboard
o Transpaiency markers
o Film, film projector and screen

13

r



SECTION PRESENTING THE WORKSHOP

TIME MATERIAL§

Activity 1: Election
Time:

17 min.

Leader Focus: The purpose of Activity 1 is to build
groipp* inclusion. Get the participants talking.
Assure them that their reasons are important.

Leader Instructions: Use Transparency PO 1 and .Trans. PO 1
ask the group the two questions:

-

-- why did the peopae elect me?

-- Why did I stand for election?

5 min. o sk eadh person individually tospend five Participant
minutes developing at least two answers-to Booklet .

each question. .Page 1

5 min. o Next, have board members share their answers
with a neighbor or their slmall group.

5 min. o If the time is available, have several people
report to the large group.

2 min. o Summarize the above reports.
1

5

14
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TIME - MATERIALS

Tttal Activity2: Goldhammer
Time:

15 min:

Leader Focus: Tbe purpose of this activity is to
confirm the very important role school board members
are expected to play as well as recognize the very
legitimate fact that they stand for election for
some equally important reasons. Sdhool board
members ire,a critical link in the democratic
process. They are important. They are ,important.
They are important. Get the idea? Help them
understand how impprtant they are!

o Leader InstructionS: In preparation for this Trans. PO 2a
workshop, read the paper, "Public's Trans. PO 2b,
Expectations of the School, Board." The papervt

will give you the background to fill in the
points provided on Transparency PO 2a and 2b.

15



TIME

Total Activity 3: Four Functivis
Time:

'5 min.

Leader Focus: The purpose of this activity is to
outline the four functions of the school board,

emphasizing their policy function.

o Leader Lecture: Present thee concept of

Brodinsky'sfour functions. Use Transparency
PO 3. fell the participants: THE GOAL OF THIS
WORRSHOP LS TO STIMULATE A DISCUSSIoN AND
CONCEPTUALIZATION OF TpE NEED FOR A SYSTEMATIC
PROCEDURE FOR A CYCLE OF POLICY MANAGEMENT.

MATERIALS

Trans. PO 3

I.

16



TIME

Total Activity 4: Objectives
Time:

5 min.

-\

f

Leader Focus: Good teachihg technique dictates that
the learners know what they are to learn. Share the
objebtives.

o Leader Instructions: You should share the
objectives you have for the workshop.

o The objectives will be different depending on
the length of the workshop:

One hour

Two hours

Three.hours

4
4' o See the introduction section for the various

workshop objectives.

o Write the objectives out'and share them with
the participants.

4
MATERIALS

4



TIME MATERIALS

Total Activity 5: Who Are You as an Individual?
Time: Background and Approach to WOrk and Life. '

32 min.

,

, Leader Focus: The purpose of this section (1.1) and
the accompanying exercise is to tietin with
Goldhammer's investigations intO the reasons
individuals are elected as school board members.
The leader should.honoE the notion that each school,
board member brings,to the school ,board a very
important and unique set of val4e4i, needs and
Atyles. Board members must honoritheir own values,

. heeds and ptyles and at the saiAeitime honor the '

values, needs and styles of thei4ther board. members
as they seek to fulfill their/iOcted positions.

/

7 min. o Leader Instructions: Stakt the Policy film. Film
J. 4

Show the film through jr.ne0i;st section which
ends just after the sOen'with the farmer ,

1

(Neal).

o Stop the film with theiPtyped review of the Trans. PO 4
, " questions" headej5WhO4re You As An Individual.

,

o Have the participal turn in th2ir workbooks Participant
to 1.1 "Who Are Yo s An Indivilhal? Booklet

"Back round d A ' ch to Work and Life." Page 2

15 tin. o Read the instruct s aloud to the
*F:articipants. Be, ure to point out numbers 4
and 5., Tel rticipants they have 15.
minutes to e this exercise. The 411.

instructions'a

THERE IS EVER INCREASING AMOUNT OF
EVIDENCE. T SCHOOL BOARD MEMBERS ARE IN
MANY INOT CES ELECTED BECAUSE THE PEOPLE
SEE tS ROLE MOWLS OA PERSONS WHO

4'WILL Gil AND PROMOTE THE VALUES OF THE
COMMUN WHAT DO YOU THINK,. LS
IMPOR ANSWER THESE QUESTIONS ALONE
FIRST4HEN FOLLOW NUMBERS A AND 5.

I0 min. o After Ex4 se 1.1 has been completed, have
several o he groups share their efforts. Do
not take er 10 minutes for the reports.

18 2,1



TIME MATERIALS

Reinforce the importance of the.local
school board as probably one of the few
eleoted governmentalApodies that has
"root4" with the people.

-- Note the important contributions of board
members.

-- Honor boer4 memters collectively_and as
individua e with unique values, needs and
.styles.

-- Note, ho ever, that the individuals must
work tog ther toward common goals if the
schools 4re to remain under local guidance.

Encourage al0 stions, sharing and some large

group iqteea tion.

v

6$
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TIME MATERIALS

Total Activity 6: Who Are You As An Individual?
Time: 1Can You Describe Your Community?
92 min.

10 min.

35 min.

Leader Focus: The purpose of
sensitize the participants to
that may influence the policy
different stages.

this exercise is to
some of the factors/
cycle at a number of

o Leader Instructions: .Tell the participa
turn to Exercise 1.2, page 3, "Can You
Your Comiunity?" Read the instruction
them and ask for questions:

-- First, think of your own commu'ity and see
how many of the'questions bel you can
answer with solid facts.

ts to Participant
escribe B

with Page 3

-- Second, share some of the
between the communities
group.

ifferences
ng your small

-- Third, select either s education, moral
education or dvolutio as a potity'issue
and, as a team, comp ete 1.21, 1.22, 1.23
and 1.24, pages 3-7

--- The team sho d be prepared to report
to the larg group.

Each team. as 30 minuteS to complete:-
this exer ise.

min. o- After Exercise 1.2 has been completed, provide
the groups with opportunity to report.

-- To move th gs along very quickly, have
each grou report on sa different section:
1.2, 1.21 1.22, 1.23 or 1.24.

-- Be sure
repott

ch groUP shares a part of its

Rein rce the notion that it is important.
to ow your community and its various
inf uential persons and groups...

this section with questions and
mments.

Summarize the reports of the various
groups.

20
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Participant
Booklet
Pages 3-7
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,TImE MATERIALS

10 mm o keview the points made'in the film-to this
point. Inform the participants that they can
stop you at any time for questions.

-- All effective policies: Trans. PO 5

12 miri.

10 min.

1. iBegan with a problemor need

Z. Were written or designed so people
knew what bo do

Are enforced, evaluated and changed
as needed -

Remind them they were elected as ,

"individuals" for their values, needs and
beliefs. Note they must understand
(1) themselves as individuals, and
(2) their community.

Leader Instructions: Continue Film. Start the
Policy film again and allow dt to play through
to the end.

Review the sequenc,e the film with the
4 transparencies. jeI1 the participants

they can sto u at any time for
questions.

Thl Four Functions--emphasize that
policy making "may be the most
'important job you have to do."

Trans. PO 3

, --- Written policy is needed to: . Trans. PO 6

a. Insure continuity
b. Clarify expectations .

42Direct the superintendent'
s Inform the public

e. Secure the board's position

o Policy cycle

Identify a need

Direct a policy analysis

21'
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TIME MATERIALS

4

Require,policy options*

Costs in dollars

--- Staff

--- Rules, regulations and guidelines

Review policy draft
4

Take action

--- Rewrite

--- Reject

--- Adopt

Implement and monitor

Review and evaluate

Revise or remove as needed

5 min. o Again, use Transparency PO 7, summarizing ahd Tians. PO 7
reinforcing the policy-making cycle.

5 min. 0 Using Transparency PO 8, intrOduce the
relationship between:

PURPOSE 1"--

LIQBJECTIVISki

wwwwelaa...
GOALS L

STRATEGY

Trans. PO 8

-- Encourage questions and interaction

POLICY

22
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MATERIALS

Total Activity 7 Who Are You As An Individuai?
Time Policy Simulation
40 min.,

Leader Focus: The main thrust of the workshop .is

developing a framework for school board members to
understand the general context in which they make
policy. This context includes the values, beliefs

-**

and style for education held by the community the
board serves, and the varioud social, economic,
political and institutional factors that affect the
means by which and the rate at which goals are
pursued. Consideration of how such factors may
change in the future--and influence policy
development and outcordeS--is an integral part,of an
adequate framework.

10 min. Leader Instructioa: Next, tell the-
participants: WE ARE NOW GOING TO IDENTIFY 'A
FEW 'OF THE PRINCIPLES THAT WE HAVE }WEN TALKING
ABOUT WITH POLICY SIMULATION EXERCISE 1.3.

o Leader Lecturette: At the lowest mechanical
level policies are statements about the goals,
objectives and procedures of the school
district.

Policies are often statements of what the
school system is to do and how it is to do
it.

Policies often set the rules for the use
of the buildings, the use of guest
speakers, the selection of teachers and
administrators, the selection of
curriculum and on and on. The list would
appear to be almost endless

In most states school boards have been
given the legal authority to establish
policies.

Why,then, do so many people laugh when a
board member makes the statement that the
board's policies,control the district?

Why is the failure rate of policied sp
high? Why are outdated policies so ,

durable and new ones so hard to institute?

23



TIME MATERIALS

Why do board members bec8me frustrated gnd
angry at the policy process and turn their
energy to buying pencils and supplies or
attempting to manage the district by
making all the decisions?

A large part of the answer probably lies
in the waking habits of recent and
distant predecessors of the current board.

When they made their policies three, five
or ten years ago, they developed a series
of.attitudes, procedures and habits ylat
were probably appropriate for the time.
The district had fewer students, the
dommunity was relatively stable and the
board members could work on a personal
basis because everyone knew everyone.

In other words, there were fewer outside
pressures impinging on the operation of
the school. (At this point, the leader
might read the Leader Focus.)

20 min. 0 Leader Instructions: Tell the participants to Participant
turn to page 8 of their workbook. The first Booklet
step is to pass out 1.3. Each group is to Page 8
seleCt one of the two Future Briefs (1.3Y as
their view of society in the future. Again,
inform the participants that each gremp will be
expected to give a report to the large group on
the miklues, goals, objectives and policies they
identified.

o The second step is to identify values.

-- What aspects of education will the
communityand by implication, the
nation--value, and how?

Part Of this exercise should find board
members dealing with more abstract values,
e.g., attitudes toward self, familieg,
neighbors and peers,..work and leisure,
institutions, and the environment.

- - The point is to clarify values that the
community (and the board members) believe
should be.instille4 in students for
whatever brief they sefect.

24

2 9

t,:--



TIME MATERIALS

o The group next needs to identify to what extent
and how their school system now mirrors--or
fails to mirror--these values.

Hoard members would consider futdre
prospects--problems and opportunities--for
their school system in the context of
these bf1efs.

o The group members then need to prepare a
partial set of goals for their school system.

These goals should, of course, be
consistent with the vanes identified
above, should be constructed to fill gaps
between the school system as it presently
operates and perceives values, and should
take into account factors likely to .

influence the schools' environment in the
near future.

o Next, participants need to identify what things
the school board can influence and how, and
what things it cannot affect.

For example, a board has little control
oven local migration patterns or court
decisions regarding meeting the needs of
the handicapped and the right of illegal
aliens bol educational gervices.

o The participants then need to set three
objectivesand make specific policy for each
objective.

o In summarizing, the leader should suggest that
in working through this exercise, board members
should be concerned with the broad set of
faCtors that influence policy decisions.

However, the training program will be more
meaningful if one kind of specific policy
action is considered.

This is to link what are clearly more
abstract or generic issues for policy
development with the real, detailed
decisions the board must make. Selecting
new curricula for a school is suggested as
a specific kind ofpolicy area to be used
as an examRle. )

U
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TIME* MATERIALS

10 min. o nave the groups report on the brief they
selected, the values they set, the goals they
selected, the objectives they identified and
the policy they set to make ,the goals happen.

,

...

)
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k

,
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TIME MATERIALS

Total Activity 8: Conclusion and Summary.
Time:

15 min.

Leader Poops: The purpose here is to review and
bring together the goals and objectives of the
workshop and to summarize and connect the activities
to the objectives.

o Leader Instructions: Summarize. Point out
differences and allow for grOup interaction
Again, use Transparency PO 8 to show .

relationship between purpose, goals and policy.

o Close with Transparency PO 9. WITHOUT POLICY,

YOU'RE EXPOSED.

C.

Trans. PO 8

Trans. PO 9



TIME

Total

Time:
12 min.

MATERIALS

Activity 9: Evaluation of Workshop

Leader Focus: Let participants know you are

modeling behavior. "I'm having you evaluate this

session, just like you should evaluate yourselves as
a school board, just like you yourselves should
evaluate your people and programs. ,If you don't
evaluate, hcw else can you grow or improve?"

2 min. o Leader Instructions: Pass out evaluation.forms Evaluation

or refer the participants to the appropriate Forms

. page in the workbook. Pages 15-16

10 min. o Ask for individual evaluations. Tell them they

have 10 minutes.

o Collect; read and tabulate the results.

28



SECTION 4: EVALUATING THE WORKSHOP*

Evaluation is the hallmark of a good teacher or workshop leader. A systematic

planned evaluation is the only method we have bo determine the effectiveness

of our instruction and the achievement of the learners. This program was

developed around four techniques of development and evaluation.

Topic teams and state review committees identified the goals,of the workshop,

and in some cases, the techniques. In addition, pilot tests, field tests and

expert reviews were used at appropriate times during the development and

evaluation phases.

4tik summary report of evaluative procedures and results is on file in'the

Rural Education Program of the Northwest Regional Educational Laboratory,

300 S. W. Sixth Avenue, Portland, Oregon 97204.
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SliKMARY REVIEW Cp DEVELOPMENT AND PILOT TEST ACTIVITIES

o

Topic Team

The Oregon oomponent of the school board inservice program was responsible for

the development of three topics: (1) Policy Making, (2) Communicating with

e Community, and (3) Evaluation. The Executive Director of sthe Oregon

ool Boabrds Association (OSBA1, Mr. Tom Rigby, appointed one OSBA staff

member to,work witi each topic: Mts. P. Fitzwater, Policy; Mr.-J. Marten,

tvaluation; and Mr. D. Dixon, Communicating with the Community. Mr, Rigby

also appointed representative school board members and superintendents to
serve on eadh tOpic committee.

State Review Comemittee

In addition to the topic teams made up of school board members and
superintendents, Mr. Rigby appointed and convened a State ReView Committee.
The purpose of the State Review Committee was to provide a forum for the%
involvement of opinion leaders from allied educational agencies. In

attendance at the meeting on January 24, 1979 were:

Mr. Tom Rigby, Executive Diredtor, OSBA
Mrs. Pat Fitzwater, Training and PolicpSpecialist, OSBA
Dr. Milt:Baum; Oregon Department oCEducation
Dr. Wrightleowger, Willamette University, Professor and school board member

Dr. Ron Pvtrie, Dean, School of Education, Portland State University

Dr. Jens Robinson, Superintendent, Woodburn, Oregon
Dr. 'Ray Mullen, Superintendent, Tillamook Educational Service District

Mrs. Carol WIlliats, board member and President)f OSSA- .

Dr.. Betty Tomblin, Northwest Regional Aducational Laboratory

Dr. Leslie Wolfe, Northwest Regional Educational Laboratory

The State Review Committee made five rdations:

1. The inservice programs should help clarify the role of the school

board'in public education.

2. The inservice programs need to emphasize the proactive role that can

be played by an informed school board member.

3. The inservice programs must.emphasize the dynamics that take place

between board members, between the board and the superintendent, and

between the community and the board.

The inservice programs must also be targeted to superintendents. The

inservice*materials should help create a dialogue between
qloperintendents and school board members relative to their working
illationship in a democracy.

5. The inservice programs should be developed on several levels which
should include materials that a superintendent can use.with
prospective or exi%ting school board members.

30
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Topic Team Explorations

The Policy Development and Poll Is Power topic team had four meetings
between February 1979 and Se mber 1979. Members ot the topic team suggested

that they wanted an inier ce program in policy that developed three major

points, yhich were:

1. A basis for policy within the context of opurt rulings, federal laws
and state laws, rules and regulations (Policy DevelopmenE)

2. A systematic procedure,for policy 4evelopment (Policy is power)

3. A basic understanding of writing policy statements (not completed

because of a cut in funding)

Developmental Review

A number of people participated in the initial review of the firseproduct,
the self-assessment instrument. The reviewers included: OSBA staff'members,
bopic team members, state'review oommittee members, Washington State School
Directors ASsociation members, policy board members and NWREL staff members.
The final reviews and evaluations were conducted on three levels: pilot
tests, field tests and expert reviews. -

Pilot Test Activities

A pilot test was defined as a trial of the workshop oonducted by Northwest
Regional Educational Laboratory (NWREW, staff. ,

Pil Test ACtivitiee

No. of

a

Ploce Date Participants Presenter

1. Washington State Nov. 1980 105 Wolfe

School Directors'
Annual Conference.

-;
."2. Idaho Sc4pol Boards' Nov. 1980 '200 Wolfe

Annual Conference

3. Alaska School Boards' Nov. 1980 80' Wolfe

Annual Conference '

4. Montana School Boards' Nov. 1980 120 Wolfe

Annual Conference

5. Washington State Dec. 1981 -105 Wolfe

School Directors'
Annual Conference

31
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Summary.OI Pilot Test Activities

.Evaluation Methodology

The package in its original pilot test form was tested in four states with a'

tqtal of 41aygeople, of whom 95 percent were school board members. The pilot

tests employed a "pretest-treatment-posttest" format. The participants were

informed that the materials were in a pilot-test form and that their coopera-

tion and their evaluations would be dost helpful. All of the participants
agreed bo complete pre-workshop and post-workshop questionnaires.

Evaluation

There have been two major reviews of this workshop, one:by the project staff
(internal) and one by the board of directors (external). In addition, there

were five pilot tests of the entire workshop, each test being conducted with

school board members.and superintendents. At the conclusion of each review or

pilot test, information was collected from the participants on a standard
workshop critique form.-

A. major purpose of the pilot test in this instance was to deterMlne if the
language, the ideas, the content, an4 the level of the approach to policy
development was apprOpriate to school board,members. Policy development is an

area in which Pew board members or few scho61 boards are heavily involved;
therefore, this workshop endeavored to find the entry level to introduce
school board members to their role in policy development. It was also
intended to be a Model on which further information and workshops, materials
and products could be developed to give board members more in-depth

information about involvement in policy development.

Both reviews and pilot tests deter ined that the ideas and content presented

in the workshop were indeed rele ant and useful to school board members. They

t
also indicated that the material is appropriate for all school board members

e.and is not restricted to newly ected board members nor is it restricted to
veteran bcerd members or board members in a certain locale.

A summary of the pilot test evaluationb from more than 400 school board
members and superintendents who have participated in the Policy Development
workshop confirms the value of the workshop to the participants. In response

to the evaluation question, "Did the content help you as a school board
member?" the average response was 4.71 on a 5-point scale. One caution should

be noted. The workshop should pot be pushed into any time frame less than 90

minutes. Smaller time frames do not allow adequate time for appropriate group
discussion, which results in some level of dissatisfaction among the
participants.

0

32



Expert Review

The third and final review of the material was conducted on two levels, one by

the National School Boards Association and a second and independent evaluation

by Dr. Keith Goldhammer.of michigan State University. The materials and

procedures at this level were reviewed and evaluated for the following:
,

1. Thefr representation of the existi g basis of knowledge in the

literature and the profession

2. The procedures and.methods outlined in the works op an'd leader's guide

Chances

A'number of changes evolved as the workihop was evalua d and reviewed. The

most dramatic change was the expansion orthe "visual bD the "lecture" part

of the workshop and the addition of the "quegtionnal " that can'be used by

the board members.

Field Tests

Field tests were defined as those occasions wh the workshop was delivered by

a person other than a member of the NWREL sta . The workshop was delivered

in five states by six different association taff people to more than 600

school board members and superintendents.

The recommended changes from the pilot t ts, field tests and expert reviews

have been incorporated in this package.

/
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POLICY DEVELOPMNT WORKSHOP

Wor sho Criti

In order to improve the works p, we would appreciate your time in answering
the fecwing questions. Feel free to make comments regarding any item.

\

1. Did this workshop cover what it was advertised to cover?

No
1

Somewhat
3 4

Yes
5

If not, what was missing that you expected to cover?

2. Do you feel that the contiet of this workshop will be pf help to you as a
school board member?

No
1 2

Somewhat
3 4

Yes
5

3. Is there one (or more) specific actiOn(s) you can take back to yourA
district concerning policy development?

Definitely
Not Somewhat0

41 2 3 4

Definitely
Yes
5

Can, you name one?

4. Was adequate time allowed for questions and discussion during the

presentation?

NO Somewhat
1 2 3

--

Yes

5

S. Please state one thing you learned or gained from 'th4 session:
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6. Whai questions remain unanswered for you regarding policy development?

7. Relative to workshops you have attended, how do you, rate this workshop?

Very Poor

1

Very Good
3 4 5

8. How yould you rate the overall performance of the leaderknowledge and
presentation?

Very Poor
1 2

is

3 4

Very Good
5

9. Are you:

A school board member
A superintendent
Other: please state

10. What can the leader do to improve the session?

(
11. Any additional comments for improving this and future workshops wila. be

appreciated.
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SECTION 5: RESOURCES

POLICY FORMATION AND THE SCHOOL BOARD*.

Every so, often school board members have an opportunity to chart a new

direction or confirm an existing'direction in the face of one or more clear

alternatives. The board decides to refuse all federal money and/or projects.

A transportation company is given the district's transportation business, even

though it will cost more. Or the board directs, through policy, that all

building principals will spend 60 percent of their time in the classroom

supervising instruction.

"Theseevents, in which new courses are set, are the most important class

of events in,human affairs." They are key decisions that shape our

destiny. They are th e,. most complex and demanding events with regard bo mbral,

social, psychological orsintellectual problems. They are the "key" policy

problems:

If there is any one generalization about the state of tbese policy

. .

problemsN, it is that they are the most complex problems in human affairs. Not

only are these policy issues affected by individuals, they are affected by

groups of individuals, organizations and groups of organizations. As if this

were mot enough, individual differences in beliefs, needs and lifestRts

compound the problem. Add, to this the fact that it is even possible fox one

person to support several groups with competing policy options. A school ,

bard member Tey_suppoit4the acquisition of_landjor a new_ scliool in ope-area

and at the same tine belong to a civic organziation that wants to build the

*Wolfe, Leslie G.,,Ed.D., Northwest Regional Educational Laboratory,
Portland, Oregon, July 1982.
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new school in another area. Another board member may want a new school*, but

the increase in taxes will severely attack his financial resources and 4

threaten his most basic needs. A third school board member may question the

morality of building a new school because increased taxes may cause some old

people to lose their homes. 2ach person perceives the issue through his/her

own beliefs, needs and lifesyle. In fact, the interests of people and

-
organizations vary so widely and the policy problems are so complex Et is not

nconceivable to imagine a given person ending up on any one side.

Complexity

The complexity of the problem increases as we recognize the fact that

there is no such thing as "the problem," whether grading, reading scores,
...-

teacher competenciesccurriculum or guest speakers. They do not exist as a

single compact unit. School board policy makers are presented with a rather

difficult issue as they attempt to create a policy that will lead to the

development of a program to improve reading scores. One group of parents and

teachers may want "grouping" by achievement as a partial solution, while
1,1

another group of parents and teachers will'view.groupihg as a racist

approach. Some may want to change the testing program, while others may want

to spend moie time in reading at the cost of other programs. Reading test

scotes may.gO"up because of emphasis, while other test scores go down. A

change in migration Patterns or agricultural crops may increase the influx of

non7English speaking minorities into the schools which may result in a drop of

reading test scores. One grout of non-English speaking minorities may want an

English-only approacp to reading, while another group may want an English as a'

second language approach. The problem goes on and on. There is no single

answer that lends itself to a simple problem-solving or decision-making

approach.
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A Social Process

Policy making is not a logical, intellectual, problem-solving or decision-

making process. Decision making ana problem solving imply that there is a
ot.

single decision-mlaking unit (the school board) with a single set of

preferences, a wide range of alternatives and consequences and the capacity to

make appropriate calculations. The decision-making model is appropriate for

subproblems in policy formation--the allocation of resources once the policy

decision has been made. Probably the more appropriate model for the policy

process is one of bargaining and negotiation among the parties whose beliefs,

needs and lifestyles are not identical. 'Policy making requires that the

policy makers "find a course action that all the parties are willing bo live

with, without the disappearance of the conflict of interests."2 Policy,

making is a social process. Policy making is the communication of policies in

such a way as bo articulate the interest of a sufficient number of involved

parties so as bo form a coalition. Policy/ making is a social process with

iintellectval elements.

The policy maker must mediate among conflicting sets of beliefs, needs ana

lifestyles and, at,the same time, judge what is possible as well as what is

,
preaiLable.J The policy maker has to weigh off the course of one action

designed bo implement the values of the people on a given issue without unduly

compromising the values of a second group on another issue. In this view,
7

'policy formulation.does not begin and end with a winning coalitidn,--but

extendi'eelhe fufare so7thai a "wiS'e-ina'n" dealing with today's-difficulty

will take care not bo create needless problematfor the future.
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Information and Policy

In order to avoid creating needless problems for the future, the policy

maker will need good information. The raw material of the policy-tmaking

process is information. The components of information aieldefined as anything

that can be sensed and/or recorded by human beings. Beliefs, actions, values,

ideas, sensations, intuition, experience, desires and the written and spoken

word are all forms of information. 'The policy-making process often includeS.

r .

information that is generatedin one context and used in a different conteskt

in order to formulate and implement a policy. The "best" form of policy

making is an organized process that brings together all of the available

//
components of information. 4.

Organized policy making is one of 'the highest

forms of human functioning. First, it requires the policy maker to digest

informAtion that is qualitative as well as quantitative. Next, the policy

maker is called upon evaluate vast amounts of material from different

0 contexts of information and then produce a decision based on inter-context

information, a process that only human beings oan perform.

The policy maker (the school board) must create policy that reflects the
41IR

characteristics of the times; in this case, the last third of the twentieth

'century. Policy decisions must concentrate on and assign limited resources to

tAbse areas that are most crucial to the long-term welfare of the individual,

community, nation and mankind. In'this view, poliay must be rooted in the

philosophical, social, economic and political realities of the time as a
-

policy attemptA to define the ideal; that is, the moral society, the just

society, and the beautiful society.
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Policy statements, therefore, are the policy maker's or school board

member's view of what is just, moral and legal for the individual, the

community, the nation and mankind. Policy statements are a reflection ot the

beli,efs, the lifestyle and the needs of each policy maker. Every policy

statement attempts to alter or control the action of others. Each policy

statement or proposed policy has an effect on every school board member and

every affected group. Thus, the most consequential educational policy

decisio relate to whose beliefs, needs and lifestyles are to be formed and

to be altered in what directions.

,

There is no doubt to the fact that "local control of public schools and

local determination of educatioRal policy have'been altered during the recent

decades by various social, cultural, technological and philosophical

developments."5 The recent rulings of state and federal courts have left *

little doubt that they are always ready tosonsider the constitutional

implications of school policy.6 The federal courts have generally been

reluctant to enter the complex arena of school finance. However, the clear

constitutional issues of due process, desegregation, privacy rights of
1

students, freedom of speech or prbss and the rights of homosexuals

demonstrate the oourts' policy-related activities. The United States Supreme

Court attempted to clarify the issue when it ruled:

By and large, public education in our nation is committed
to the contnol of state and local authorities. Courts do
not and cannot intervene in the resolution of conflicts
which arise in the daily operation of school systems and
which do not directly and, sharply implicate basic
constitutional values. On the other hand, "the vigilant
protection of oonstitutional freedoms is nowhere more vital
than in the community of Anerican schools."7
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It is quite clear that school boards, administrators and teachers must be

conscious of, and operate within, the trends of our larger society. No board

is an island, unto itself.

Three Factors of Policy Analysis

Three factors need to be analyzed in attempting to establish,the direction

of basic educational policy.8 The first factor of policy analysis needs to

4
consider four levels 'simultaneously:

1. What are the apparent issues (state, local and national)? For

example:

o How is the school board systematically informed about decisions?

.How do we improve reading?

o How do we confront the dropout problem?

o How do we attempt moral education?
*

2. What do research findings say about the issues? For example:

o What is the reading level of our students?

o What does research say about class size and reading?

o What does research say about methools of teaching reading?

o What does research say about the various reading books and.

materials?

3. What are-the policy questions derived from the issues? 'For example:

,o .What level of rqading do we want?

o How muchof our resources do we allocate to improve reading?

o How much will reading scores be improved per dollar spent?

o Where should we concentrate our dollars? -
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4.- What basic philosophical questions are raised by the apparent)

issues? For example:

o What motivates man?

o What is knowledge?

o What is edudation versus training?

o What do we want our commuhity to be ten, twenty or thirty years

from now?

A basic concern a board may have an "apparent issue," e.g:, reading,
0

should, if freely explored, move through all four levels before.a policy is

considered.

The second factor of policy analysis requires that every policy should be

analyzed for the effect it will have on the various "stakeholder" groups.

Local community stakeholder groups, such as businessmen, minorities, retired

people, teachers, parents, students and others will be affected directly or

indirectly by a policy proposal. Other stakeholder groups such as legi4ators

r-

and the courts may be affected by'a local policy decision. Policies

established in one school district may establish a precedent that will hive an

effect on the policy of a neighboring schodl district. Seemingly meaningless

policies established today, giving away a small portion of school board

authority, may well creiie a. precedent limiting the future action of the
!4'

school board. Every policy will have a direct or indirect effect on the

bellefs, needs and lifestyles of the various stakeholder groups. Therefore,

each of these groups will perceive present and future opportunities and

threats in each policy proposal. The success or failure of a policy proposal

may be determined by the board's process of involving concerned stakeholder

group3 in the analysis phase of a policy proposal.
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A third, and ofi'en overlooked, factor in policy analysis is a comparison

of alternative policy proposals and types of futures toward which each

alternative leads. It is at this,point that the policy maker has the most

control to establish the future direction of the school. The decision makers

(the board of education) will be in the best position to choose if they can

)see the consequences of alternative choices in terms of their influence on the

future. To carry out this sort of analysis, five areas need to be probed:

1. Trend projections

o What are the economic indicators?
... .

%tat are.the demographic and social indicators?

o What is the unemployment, population, growth index?

o How are the stakeholder groups changing?

2. Techtwology projections

o ,How will new technology affect society and education?

o What new hardware, software and behavior techniques are

available?

3. Political projections

o How will pressure groups change?

Hcw will law and current court rulings change?

o Mat new social-political issues will emerge?

4. Humanistic projections

*Whatlwill be the emerging needs of society and students?

o How will lifestyles, beliefs and needs change?

5. Visionary projections

o What do we want for the future?

o HoW candWe get to the future?
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The policy maker must analyze and synthesize all the information available

.-
frca the past and the future before attempting to formulate a policy that will

havy an effect on present and future events.

Policy Definition

A policy, in its broadest sense,,j.s an attempt to clarify and control the

future of human events. Essentially, a policy statement Ls an attempt to

'increase the likelihood of bringing into being desirable future events. A

poqicy statement attempts to clarify and control when it states the reasons

and prccedures for student dismissal. A policy attempts to bring into being

desirable future events when it lists standards for sixth grade, eighth grade

and twelfth grade promotions Curriculum development through school board

policy is the school board's way to predict 'the skills the adults of the

future will need to survive.

A policy is an expression Of the events the school board wants to happen.

A policy may also be an expression of things the board doesn't want to happen,

e.g., a no smoking policy. However, most often a policy statement is an

expression of the boad's view of what it wants to happen. A policy statement

is the means through Which the board directs the resources of the school

district to meei the uniqueness of its community. A policy.tells what is

wanted and may also include why it is wanted and how much is wanted. Policy

gives direction and clears the way for the administrators to take action.

In other words, policy provides the boundaries within'Which the

educational program can operate. Policy fixes responsibilities and

direction. Policy provides guidance for the administration and supervision of

the schcol district. Policy is the process through which the board can

maintain local control. "Those Who make policy are in control." Policy is

the schcol board's power.
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Policy Making Skills

If the school board wants to maintain or increase control, it must become

the policy maker. However the educational policy maker has a complex,

difficult role to play in increasing local control by requiring an organized

policy process. Improved policy making will requie the policy maker to'

develop and reinforce a variety of skills. In particular, the policy maker

will need to have skills in: (1) decision making, (2) communication,

(3) organizational structure, (4) personnel, (5) motivation, (6) control

procedures, (7) leadership, ani .(8) pdblic relations. In all of these

dimensions the policy maker will need to increase his/her capacity for

rational-analytic abilities as well as extra-rational capacities, such as-

creativity, tolerance of ambiguity and the propensity to innovate. The policy

maker will need to know how to "manage time effectively," conduct "eIfective

board meetings," "communicate with e community," support "evaluation

procedUres and roles," support appropriate "board/superintendent relations,"

serve as a "political-statesperson" and be sensitive to his/her own personal

needs, beliefs and lifestyles and their effect on others and self.

The community elects its best, Almost moral people to make bough policy

decisions; it does not elect school board members to buy toilet paper, tacks

and tractor-tires.

The Policy Workshop

The PoliczDevelopment workshop and the Policy is Power workshop approach
-

policy making from a sodial procee viewpoint. The film and 'workshops

emphasize and honor the importance of the individual and honor the needs of

individuals to work together for a common cause without giving up their

individual,needs, beliefs'or lifestyles. The film and 'workshops preent a

Policy cycle that suggests a live, dynamic process that continually evaluates

and revises policy considerattons.

45

u

doe*



Identifying a Need

Policies come from the community as represented by the board of

education. Most often school board members are elected because 144y are

representative of the majority's view of the values, beliefs d style of dhe

community. Communities elect school board members to manage the schools.

Nip

Even though the Congress, courts and state legislature have influence on

certain aspects of educational policy, local school boards make the policies

that actually operate the schools. Local school boards set the tone of the

schools. Local school boards employ the teachers and the administrators who

implement the policies and set the bone in the schools and classrooms. Local

school boardskare in control to the degree that they employ administrators and

teachers who represent their values, beliefs and style.

In small and unchanging communities which tend to have a more common set

of values, .1.1e school board's task is not as difficult. On the other hand, in

larger and growing comthunities it.is much more difficult to determine a common

set of values that is representative of the entire community. In both cases,

in order for a policy to be effective and lasting it must relect the values

and the economic, social and political realities of the present and the

immediate future. This formula is further compounded, as we all know, when

the notion of the community is expanded to take into account all those factors

that infiuence the political, economic and social development of our

communities. A new economic commitment to the teachers by a school board in

one community has an effect on all the neighboring communities. If one school

'card agrees to negotiate a permissive item in one community it increases the

pressure on all its neighboring school boards to negotiate the sameirem. Of

course, some things are beyond the control of the board of education or a

community: 1.gration trends, for example, may cause a school board to

-

're..examine its staffing patterns or its curriculum offerings;



In one community migration patterns may cause the school bord to close a

school; whereas in another oommunity, migration trends may cause the school

board to build a new school.

In the policy-making process school board members are called upon to be

the community's wizards Of the future by predicting unknown economic, social

and political trends. Twenty years aqo how ;luny people would have guessed

, that gasoline would cost more than $1.00 a gallon? Proposing a policy to meet

a need or concern is a responsibility of all pespae in 4 community.

Policy at its best emerges when the school board plans ahead or

anticipates problems that are likely t be a community concern.
\

Unfortunately, and all too often, policygi&th a reation to an

immediate problem, a controversial speaker, the use of a sc ool building, sex

education or a student disciPline problem. Policy issues m also be

identified aS the result of employee negotiations. The astu e school board

will know when to anticipate and suggest new policy direction or when to let

the policy need emerge from the community.

Directing an Analysis

Directing an analysis of a policy proposal.is'the responsibility of the

school bo rd. The board directs the superintendent to conduct study and

gather the information for a'policy proposal. The policy study May include,

where appropria\,-/te, all or a few of the following activities: I ,

1

1. Involvement of all the people who will be affected by tne policy

proposal

i. Involvement of resource people, state school board association,
.

' .

private industry, downtown businessmen, school board members;
1

parents, students and others
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3. A review of the appropriate research, laws, existing school bCerd

policy,'What neighboring school districts are doing, etc.

4. An analysis of long and short term political effect

Requiring Policy Options

The school board should require the administrative staff to present a

draft of several options to be reviewed with the board. The drafts should

include cost analysis in terms of dollars and human resourcea as well as

suggested rules and regulations to enforce the policy:

Reviewing the Policy Draft

Examining and reviewing the policy proposal is a major responsibility of

the school board. There should be no surprises. At this stage, the school

board may choose to hold public meetings on the policy alternatives.1 All

those who are interested or who will be affected by the proposed policy should

be notified. As a result of this process, the board members will have had a

chance to listen bp arguments and counter-arguments, and they will have had

another chance contribute oughts in the light of the public

discussions.

Taking Action

After reviewing the policy alternatives and listening to public reaction,

the board has one of three decisions bp make. These decisions are:

1. To adopt oneof the policy alternatives,

-Aijectla1.1--the pol+ovilternatives1,-. or

'oe //

3. Send the proposa back.with new instructions for a/rewrite.



Implementing and Monitoring

Once a policy has been adopted,it then becomes the responsibility of the

professional staff to implement and monitor the policy. All policies should

be in writing.

There are three purposes of written policy. The,first is to conserve

school board time and effort by freeing it from routine action. If a school

1- board finds itself routinely making the same decision over and ov.cer agaiwit

is wasting its time. For example, one school board reviewed its m'nutes for ,

the past year and found that it had made the decision in 28 different cases as

0

to what outside-agencies Could use the school's facilities. Then it got into

trouble because its decisions were inconsiptent and not in writing. Another

school boar spent a large amount of money and time in legal battles which it

,eyentually lost because it didn't Nave a written policy on the use of guest

speakers. Without written poLiCY-scllool boards are condemned to deal with the

routine, e.g., the insignificant actions of buying pencils and dealing with

the nuts and bolts. Unless the school board has a set of complete written

policies it is doomed to spend 90 percent of its time wor.king with 15 percent

of its budget. The board maY never get around to what

about--children and learning.
, ,

pe second purpose of written po

Actions that are inconsistent

set of justifiable values wi

court. In either case ot of sc

chool is

cy is to prOvidefor oonsistency.

halities rather than4a stated

/,
either create,a community feud or end up in

d time and energy is used up on

a ased on per

Perhaps the wrong i es.

school board aw

learning.

roT the

r w men are created just to keep the,
urp se of the publicschoois--childre -nd

// ,/' ///
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The.third function of'written policy-is to give the board's

'representati41, the ,s4erintedd4Z-guidance and direction during its

absence. Wrftten,Tolicir gives direction'to the administrative team. Written

policy,frees the administrative team to give direction bo the professional

staff.

In-other Words, the objective of written policy is notliwtestrict on

impede board action, but rather bo gi4e consistency and bo free the board from
4

roptine acion. Written .policy guidea maximiie the effectiveness oi the

management and aliinietrative team.

Revieging.and Evaluating

Every school board needs to have a,policy that callS fona systematic

review and evaluation of every,policy. School boards can get into as much

trouble:over outdated policies.as they can nonexistent policies. POlicy

develo6Ment is a live and dynandc process.'

Revise or Remove

10.

Recognizing that policy development is a dynamic, live process that causes

policies.to change as' needs, beliefs or'lifestyles change, policies must be

oonstantly revisea bo meet a changing World or removed when ppropriate.

:
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POLICY ABOUT POLICY:
SOME THOUGHTS AND PROJECTIONS*
Luvern L. Cunningham

In this Walter D Cocking lecture, I hope to achieve th re bjectives. (1)
to provide a rationale for the examination of the governa e and man-
agement functions at the loca school district level, (2) to advice for dis-
cussion a set of proposed cha'n es these functions consisteit,with the
rationale, and (3) to emphasize what I believe to be the import t of
policy about policy

Three questions raised by Yehezkel Drora dozen years ago provide the
general frame for the thoughts and projections which follow-

1 Is public policymaking to follow the traditional pattern ot evolving
by slowly adjusting to new conditions and knowledge by means ot
incremental changes and convulsive changes following cnsis, or is
public policyrnaking, in part at least, to be consciously subjected to a
new and explicit systems redesign that aspires to Improve
policymaking as much as possible'

2 -what optimal design for public policymakmg can serve as an in-
strumental goal toward which real policymaking should be di-
rected'

3 Are there feasible strategies for changing actual policymaking so as
to better approximate optimal public policymaking?'

My search for answers to these questions reflects a strong bias toward
rationality in policy and decision making as well as the incorporation of
the best knowledge available in processes attendant to policy, and deci-
sion making. I do not reject Lindbloohi's thesis of incrementalism
(muddling through) as an explanation of how things "are," but I do quar-
rel with the acceptance of incrementalism as satisfactory polioy practice
for the future.3

Local school officials and their constituencies will be facing several crit-
policy matters in this deca.de (some new', some endunng) These is-

sues will test severely the structures and processes of policy making
within local districts Despite the cascade of state and federal mandates
and a profusion of court decisions that have the effect of policy, there is
considerable policy work remaining to be done at the local level. Local
control and local responsibility are very much alive. Policy issues are
queuing up for local attention. For example, local and state authorities
will soon have to develop fresh policies in,regard to: the first four years of
kfe; life-long learning; secondary education; equity; classroom control
and dOcipline global education, languages, human resource develop-
ment, incentives, testing, and resource acquisition and allocation." I
would hope, therefore, that a good many boards would develop policy
about policy

'This paper was the Walter D Codung Lecture presented at the 34th Annual
National Convention ot Professors of Educational Administration in August. 1980
at Old Dominion Unix ersitv The presentation generated considerable interest and
discussion among those persons attending the conference The Institute tor
School Executives would }Ike to express its appreciation to Dr Cunningham tor
his permission to reproduce this important paper

. Reprinted by permission.

In considering policy abo t policy I intend much more than the codifica-
tion of policies, rules, a d regulations, a subject discussed with some
enthusiasm at early ational Conference of Professors of Educational
Administration (NCPEA) meetings, and the annual assemblies- of the
Amencan Association of School Administrators and the National School
lioards Association in the 1940s and 1950s. The object of my concern is the
improvement of practice within the local units ot government (local
schbol districts) where educational policy is developed. As most of us are
aware governance and management functions a re pertormed within set-
tings and contexts that possess the altributeSot t he society at large (e.g.,
uncertainty, turbulence, goallessness, anomie, tensions, and cnsis)

The structures and processes of local district governance and manage-
ment have changed little over the past century In many places they ap-
pear to be creaking and groaning a t the seams and at least warrant inspec-
tion if not reform The pursuit of qualitative improvement ot educational
policvhrough more rational processes, within an open political envi-
ronment, is a noble pursuit, certainly worthy of the time alid energy of
educational administrators

Rationale
Harold D Lasswell drew a distinction between political science and pol-

icy science Policy science is composed of two essential elements. (1) the
study of the-process of dead ing and choosing among al tematwe courses,
and (2) the evaluation of the relevance of available knowledge for the
solution of particular problems Political science is the study of influence
and the influential. It is the science of politics and, as such, states condi-
tiOns, whereas the philogophy of politics justifies preferences. Policy sci-
ence is more than political science, but political science is essential to policy
science In his section on "Policy Sciences" in the International Encyclopedia
of the Social Sciences, Lasswell places considerable emphasis upon the
sources froni which policy scientists can be recruited and tramed;

The chief obligation of the policy sciences relates to the decision pro-
cess Itself At present the academic disciplines most immediately in-
volved include political science, law, public administration, business
management, political sociology, and contemporary politiFal his-
tory.'

Dror has extetded and refined Lasswell's thinking initegard to poli
policy scientist, and policy-making process in ways that I fmd help ul.
Dror maintains that "The major problern at which policy science is directed
is how to improve the design and operations of policymaking systems "
Further, he argues thacrolicy science can therefore be partly descnbed as
the discipline that searces for policy knowledge, that seeks general policy-
isSue knowledge andpolicymaking knowledge, and Integrates them into a dis-
tinct study.'"

Dror explains that in policy development, knowledge is required ot the
substance of policy issues, e.g , medical knowledge is relevant to policies
about' public health, and sociological knowledge is ielevant to policies
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about social segregation It tollow1114at know ledge about pedagogy is
reles ant to education policy Policy aking knowledge reters to such
rhings as how (Irganiztional structures operate (organizational theory),
coordinating and integratuig daterent policy making units (political so-.
ence) and analyzing, improving, aqi managing comitex svStems (sys-
tems theory)

For me the distinction between policy issue knowledge and policy-
making knowledge [s p,owertul and compelling It tends to separate the
essentially status acceptance ut things as they are perspective uf
persons like lindbloorn trorn tfivdmore optunistic w e can do something
about our circumstances vier ot Lassw ell andDror

Yehezkel Dror says more ab6ut policy scientists

First ail students ot narrow specialties must learn the basic concepts
about human and social behavior, especially about those
phenomena most likel% to be misunderstood by the unintormed
klsu on.lhe graduate level, work on comprehensive policy projects
as members ot interdisciplinary teams and in survey courses on poi-

science should be obligaton tur2tudents whose protessiunal
careers may inyulye work in policy making structures, such as traffic
engineers public health experts, city planners, economists, and
statisticians

such academic preparation can be very helpful7but is insufficient by
itself The student s lack ot time and expenence must keep him from
doing much more than broadening his honzons, which wtittld still
be a big advance over the present situation Additional steps must be
taken to permit better integration ot experts into policymaking atter
they actually begin participating in units that contribute to
policymaking Theye additional steps might include rotation de-
signed to give single-discipline. experts some experience in solving
problems comprehensively, planned participation in interprotes-
sional teamwork. and in the general training programs tor senior civil
sem ants, and tor the more important experts, special advanced train-
ing courses

Special attention must be paid to developing new types of experts
who specialize in the applications of various interdisciplinary fields
to policymalcing, especially policy scientists who will serve as pro-
tessional policy analysts tn new staff positions The new professions
of civil strategist and systems analyst demonstrate rather well w hat I
have in mind on a broader scale. Preparing policy scientists for staff
positions as policy analysts will be one of the most important
functions of policy science, and is a major reason why policy science
must be established as a distinct area of research and advanced

114 study

The several proposals tor changing the governance and management
ot local school districts which follow are intended to achieve practical
objectives

Use the time and energy cu board merKsers and administrators more
efficiently at4effectivelv

Maintain a pnmarv focus on education policy, especially learning out-
comes

Pursue policy development processes which are open to, indeed, re-
quire the participation of citizens and professionals

Clarify the accountability ot all partichpan ts in policy development pro-
cesses as well as specify the bases for assessing the performance of
persons employed by local districts

Extend and intensify the citizen role in educational policy development
and policy oversight

Incorporate the best knowledge available (both policy issue and
policy-making knowledge) in the processes of policy development

Keep pace with the growing complexity ot Individual and organiza-
tional life and enhance capacity to anticipate educational needs gener-
ated out of chahge and

lead to the development ot polccy about policy

Penoclicaiiv in the history ot Amencan educaticr leaders have
suggested that boards ot education have become a nIchronisms, have tul-
filled their mission, should be reformed, or quietW fade away '2 There
was a penod at the turn ut the century w hen the notion ot abolislunk
school boards attracted support trom the then-emerging protession

educational administration joined by elites tiorn the business and higher
education ,i,ommunities The theme w as re ised and rev italized in the late
1920s, pruicipally by Charles Judd, then chairman ot the Department,ot
Education at the University ot Chicago

More recemily, Dr Gene Gruen tormer superintendent ot schools in
New Orleans, made suggestions regarding altered goy ernance,tor large
city school distncts which %could change it not diminish the role ot
boards Sevl proposals have been ady anced tor neiv metropolitan
forms ot sclf3ol guy ernance with modest alterations in the policy and
managerial ifxpectations tOr bo'ards and supenntendents None ot these
proposals s called for the removal ot lay men- from policy respon-
sibilities forçchool distncts

On occasion the go% ernance and management %A school s.,r stems has
been wrested from local school authorities and placed in unique forms ot
receiyership or trusteeship kSuuth Boston High. School, Trentun, New
Jersey, and ihe Cleveland, Ohio, Oublic schools are recent examples
These receiverships have been generated Olit ut crisis circumstances

hich called for extraordinary forms ut state and, or court intervention.
The proposals that follow are nut crisis centered nur are they trame4 on
the belief that lay men are necessarily managing education inettectively,
capriciously, or selfishly in most,places These proposed changes are_
based essentially on the recognition that the complexity of today s public
institutions is such that they are ottenIrpot gd ernable or manageable
within present appioaches to their governance and management and are
likely to be less so in the future To put it another way , new and altered
ground rules regarding policy dev elopment are essential if goy emors and
managers are to conduct their business satistactonly in the future. My
proposals therefore retain the unciples of local control and policy de-
termination by citizens but chAe the condihons under which policy is
determined and administration is perforimed I am at the same tune in-
tending to strengthen institutional appraisal by placing school board
members, school administrators, and the leaders ot professional organi-
zations eh clearer, more fundamentally accountable positions. It is ex-
pected that the present pattern of school board behavior and ideology be
altered in favor of practices which will allow sounder, more rationally
determined school distnct policy

Synopsis of the Policy about Policy Proposals
Should local school boards (and state education authonties where re-

quired) take action in regard to these proposals they would in fact be
developingpolicy about policy

I propose'

1 That local boards of education develop discrete and definitive pol-
icy about policy, some of which are implied by the subsequent
proposals for change in the governance and management of local
school distncts

2 That educational policy become the pnmary and continuing policy
focus of local school officials as distinct from personnel, business,
and physical facilities, for example

3 That school boards meet four times per year for extended periods
of tune (two or three days) in order to gain full comman d of policy-
related data and knowledge, have time to reflect, and consider the
views of citizens in regard to policies under consideration

4 That policy-making agenda be prepared two to three years in ad-
vance to frame the work of the board, administrative staff, profess.)
sional organization leaders, student leaders, and citizen groups

5 That superintendents be green long-term contracts (three to five
years) with clear-cut guidelines to surround their performance as
well as the freedom to administer schools within those boundaries

6 That the form and substance of the supenntendent's evaluation be
clearly defined and understood at the outset ot the contractual
period and that data be accumulated and organized to allow the
board as the employing agency' to pass adequate judgment about
the superintendent's performance

7 That the employee salary and wage determination prerogative
now retained by boards of education of local school districts be
moved to the state level

8 That representatiy es of professional groups ( teachers an d adminis-
trators organizations) tor local school distnct'S become members ut
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the local boards ot educa non and assume policy and accountability
r6ponsibilities equialent to that office

9 That boards ut education utilize a disciplined framework tor policy
enuncution and employ that tiramework within a facility especially
designed tor that activity, one which emphasizes the efficient use
ut data retrieval and display technology

10 That school board members and the executive staffs of school dis-
tricts be trained to handle policy development activity for theiren-
terprises

11 That one or more states pass special legislation allowing school
distncts to suspend (for a period of time) current statutes, rules,
and regulations tor the governance and management of school dis-
tricts in order to test alternative approaches to governance and
management, and

12, That processes ot policy developmentand their enunciation as well
as the processes ot management be designed to Include genume,
sustained student, parent, citizen, and professional educator In-
volvement

Discussion of the Proposals
The several proposals are a package for the most part "There may be

some value achieved by implementing one or two without the rest. But if
the objective is effective education policy arid managenal performance
w ith accountability clearly defined, then the proposaLs should be constderedasa set They must meet the cnterion of contributing directly and demon-
strably to improved education for all who enroll in a district's schools.

Proposal Qne

Local boards or-education develop discrete and definitive policy about policy,
some of which are implied by the remaining proposals forstrengthenmg the
governance and management of local school districts

Much of what should be achieved early in the consideration of these
changes, in my judgment, is the establishment of an ethos or climate
within which the policy function is ennobled and understood. Such an
ethos presumes commitment to policy development and belief In its sig-
ruficance on the part of policy makers and executives Policy making as
now expenenced is simultaneously the most difficult and least sys-
tematized activity of legislative and executive persons. It is likewise an
activity where there is a significant gap between what is known of how
policies can best be formulated and the ways that individuals and insntu-
bons do in fact make policy because we do know how to do It better. Thus
there is the genuine prospect that the quality ot policy output can be
improved

Dror argues pursuasively that changes are needed in structure and
process patterns if we are to improve a policy-maktngsystem. is To begin
then, we need to consider policy which legitimizes the need to exanune
the structures and processes ot policy making. School boards, with the
concurrencl of representative constituencies, should agree that their
policy making practices and procedures may benefit from close inspec-
tion potenhally leading to redefmition and restructuring. With such
agreement, then, many policy about policy issues become legitimate
kmong those may be the development ot explicit policy-maktng methods
and processes. Dror suggests that forpurposes of current policy making,
the following elements should be standard features Of a preferable
policy-making method:

1. There should be some clanficataan of values, objectives, and cntena
for decision making.

2. The method should include identifying the alternatives, with an ef-
fort to consider new alternatives (by surveying comparative litera-
ture experience and available theories) andto stimulate creation of
novel alternatives.

3. The method should include preliminary estimating ot expected
payoffs from the vanous alternatives, ,and deciding whether a
strategy of mammal risk or of innovation is preferable.

4 If the first the incremental-changemodel should be followed. If the
latter the next step is establis lung a cutoff horizon for considering
the possible results'of the alternative policies, and identifyIng the
major expected results, relying on available knowledge and on in-
tuition

414%,

5 Analysts of the alternatives should deal with both quantitative ("ec-
ononuc") and qualitative ("political") factors, in order to overcome

the hmitahons of current systems analysis and advance toward pol-
icy analysis.

6. The method should include an effort to decide whether the issue is
important enough to make more comprehensive analysis worth-
while

7 Theory and expenence, rationality and extrarationality, will all be
retied upon, the composition of the mix must depend upon their
various a vaila Hines and on the nature of the problem

8 Explicit techniques, such as simulation and the Delphi method,
should be used as far as they are a pproprilte, and knowledge from
vanous disciplines should be brought to bear on the issues In-
volved

9 The method should include explicit arrangements to improve the
policy making by systematiclearrung from expenence, stimulating
Initiative and creativity, developmg the staff, and encouraging Intel-
lectual effort le

Dror's methods lend themselves to Incorporation within a policy de-
velopment process From my perspective a policy development process is sum-
Jar to but not the same as thepolitical process The political process is usually
thought to be a set of political activities Involving heterogeneous sets of
participants interacting one with another where basic values are trans-
lated Into policy preferences The policy development process is a much more
sophisticated concept. It includes in its execution (1) a deliberate attempt
to Incorporate the most advanced forms of policy issue knowledge and
information available related to the policies to be enunciated, and (2) a
monitored political activity designed to ensure the broadest set of
perspectives possible."

The weight of proposal one is not to locate ways to reduce the Interfer-
ence or meddling on the part of school board members In the everyday
administration of the school system The everyday meddling (or in-
volvement if you prefer) of school board members in administrative
matters that occurs across the country is understandable In fact, board
members believe deeply that they are serving their constituents when
they interfere and meddle Admmistrators often have little understand-
ing of or patience for this sense of responsiveness that board members
possess. As a consequence considerable institutional energy goes into
disputes over the boundaries of board member and superintendent au-
thority and responsibility.

Thus proposal one is based on the premise that both policy and admin-
istrative activity can be more efficient and effective if there is a substantial
alteration in the ground rules for those activities. I believe that there should
be Intensive focusing of energy on each in the expectation that the Inte-
gration of governance and management functions will produce a sounder
institution. F J. Roethlisberger rioted in 1941 that:

No conceptual framework can do more violence to the territory of the
execuhve, or of anyone who is dealing concretely with cooperative
phenomena, than the simple, notion of cause and effect. For such a
person In a position of responsibility a concept of a system involving
relations of interdependence is much more useful because it struc-
turally represents the complex events and their interrelations with
whtch he has to deal."'

Proposal Two

Educational policy become theprimary and continuing policy focus of local
school officials as distinct from personnel, business, and physical facilities,
for example.

I have been concerned in recent years about the dnft of school board
and executive service away from policy devoted directly to the educa-
tional process and learning outcomes tor clients ot the system. My con-
cern is similar to but not quite the same as what Callahan labeled as "the
descent Into trivia "19 In the penod of 1973-76. I had the opportunity to
observe two major school boards close-up In fact, I attended most of the
meettngs of one board (including committees) for a full year My conclu-
sion from those observations is that those boards' energies were ad-
dressed oyerwhelmingly to adult matters, those ot personnel and finance
especially, with little or no time devoted to the children and youth en-
rolled Such adult-centeredness could be defended had the preoccupa-
tion with adult-centered issues hnked visibly and tundamentalh to learn-
ing But ui most cases, as with collective negotiations, for example, that
linkage could not be determined

Thus proposal two, like proposal one regarding a policy ethOs, in-
volves a commitment to educational policy first and foremost It requires

55 I)



tenacity and vigilance on the part ut school board members and protes-
sionals alike And to ensure against drift and preoccupation with educa-
tionally remote matters school boards should require of themselves and
their executive staffs, nista rttmal impact taternents to accompany their pre-
scnptioLis Each major decision or pohcv should be measured agatnst its
educational meaning tor those enrolled in the district Current tech-
mques for impact assessments may not be well enough developed to
meet local district needs But the perfection of these techniques can be-
come an objective and be another ut the district s policies about policy

Proposal Three

The school boards meet tour times per year tor extended persods of time (two

or three days in successiun) in order to gam hill command of policy- relatal
data and knowledge, have time to reflect, and consider the views of a tarns in

regard to policxes under consuieratwn

In each ot the large cities that were a part of a recent study of school
boards, board members w ere spending an inordinate amount uf time
(much ot it wasteful) in meetings of the full board plus co mmittees of the
board Additional time was Invested in preparation for board meetings
Board members were also engaging in extensive communication with
one another, with school administrators, and with their constituents, be-
tween meetings, seeking the perspectins ot others as well as listening to
those brought to their attention regardmg issues before the boards. De-
spite these investments of time and effort board members and school
administrators shared frustrations about their inabilities to produce dea
slims that had some prospect for resolving problems and issues before
them

Regular and special meetings ot school boards are utten frenetic and
unproductive Policies are developed from a shallow information and
data base Some of the policies that are enunciated issue from what ap-
pear to be pure emotion and feeling ratherthan hard data and fact The
'attention span of individual board members or the board as a collectiv
ity is exceptionally brief and skimpy for some policy matters and excep
tionally protracted for others There is little meaningful specialaed poltcy
language used regarding policy and policy development Most decisions
are taken without thohightful and in-depth consideration of how those
decisions relate to existing decisions or existing policies Effective cross-
referenong hardly exists at all Important financial decisions are often
taken at the very last minute, under extreme pressure, and with little
understanding uf ur consideration for the long range fiscal or pedagogi
cal consequences of those decisions

Proposal three is designed to improve upon thuse circumstances
Boards should meet tor extended penods ut time on my judgment fur tw
or three days in publicly announced policy developthent sessions). These
meetings should focus upon a review ot the educational policy needs of
the system, the development ut a policy -making agenda, and the cuntd
eration of policy proposals produced through an agreed upon policy de-
velopment process Such work should take place in an environment (de
scribed later) designed specially to augment the policy development pro
cess. Staff work pnor to policy development sessions should likewise
reflect the most rahonal and effective policy development process tech
ruques and practices known

Proposal Four

Policy-making agenda be preparid two or three years in advance to frame the

work of the board, administrative staff, professional organtzation leaders,
student leaders, and cttaen groups.-

Boards at allley els twith the participation uf administrators, the leaders
ut professional organizations, students where helpful, and citizen group
leaders) should develop a policy calendar which incorporates the policy
agenda. The calendar should cover at least a two-yeas time span with the
first year (four quarterly meetings) firmly in place and the second year
reasonably tirm with the opktunity to make adjustments tor satisfac-
tory reasons. A .

As indicated It would be expected that the policy needs tor a school
system would be carefully considered and then calendared. The calendar
and agenda would be announced and made available tu the public. For
example, during a y ear ut quarterly meetings school officials may choose
to spend their tust poi icy deveiopment period deciding the district s policy
stance on preschooling tor the district s investment in the educational
needs ut children dunng their first tour years ut life) During the second

policy development period the focus may be un the prublems ut graduates
that are unemployable ,A third intensly e pcu.0 ie nopment period mat be
invested in producing policies tur personnel ev, aluation, and a tuurth may
address discipline and classroom control Over a penoi ut three years, a
dozen policy areas could be thoroughly developed Currently many
school districts operate with policies that are underde (oped, obsolete,
or nonexistent 2°

Choices ut Items tor the policy agenda should nut be made casually
Considerable time and etfort will be required ot statt to prepare tor two or
three days ot policy discussion and policy choice with opportunities tor
citizen involvement The writing ot policy-related documents, identifica-
tion and brieting ot experts, scheduling ot hearings, are energy consum-
ing and may compete with the performance ot everyday managerial
tunctions Thus the selection ot policy arenas tor development becomes
a central governance' and managerial responsibilit lt.is ikeh that
only a tew malur policy areas can be developed and approc rci ipre
scribed) in a calendar y ear

Proposal Five

Superintendents be given long term contracts three 'to five years) ,Lith
Llear-ast guidelines tu surround their performance as as be gaen the

freedom to administer schools with in those boundaries

Board members are to fulfill three functions basically First, they are to
choose ii superrntendent and develop policies and procedures for ev aluaung
the individual s pertormance Second, they are tu be responsible tor pol-
icy development and policy enunciation Third, they are to be responsible for
appraising the district perrormani.e and reporting tu the public un that per
formance.

This proposal has to do with each ot those three functions but speaks
more directly to the first Three to five years is a briet penod in w filch tu
expect administrative perso to achieve institutional goals and objec-
tives." It is a long time ho ever tor an ineffective superintendent tu im-
pact negatively upon an e terpnse. Thus, a three- tu live-year time frame
seems to be reasonable on he one hand but somewhat dangerous un the
other. Implicit in this pro osal is the behet that the chief administrator
should have treedom to ad mister the schools with a minimum of board
interference. It is essential that executive responsibility be focused inten-
sively upon the day-to-day operation ot the system as well as providing
backup services to the policy development process Many district level ad-
muustrative staffs in city school systems we have observed spend 50 per-
cent ur mure uf their working hours fulfilling service responsibilities km
cluding running errands) tor members of the board of education." Such
demands leave only a modest amount of time fur the actual management
of the district. Thus this proposal calls for a better balance and a clearer
distinction between day to-day management and servicing the policy
development process.

Servicing the policy development protess could be the respunsibil4 of a
policy scientist at least in large districts ur at the state level. Learrungs
from policy science can be inserted into the development of educational
policy it is the occasion fur exhibiting skdls in the incorporation of policy
development process knowledge and policy issue knowledge simultaneously
Into policy development. In most situations it would be unreasonable to
expect that the superintendent of schools would fulfill the policy scientist
role and function tor school districts It would not be unreasonable how-
ever to expect that the superintendent and executive statf would under-
stand the contribution that a policy scientist can make to the policy de-
velopment process Thus it would seem reasonable that school officials
would take steps to ensure that the policy scientist rule and tunction be
provided for in some way

Proposal Six

The form and substance of the supertntendent s evaluation be clearly defined
and understood at the outset of the contractual period and that data be ac-
cumulated and organized to allow the board as the employing agency oppor-
tunity to pass adequate judgment upon the superm tenden t's perfo7ance

The accountability problem as it relates to executives in large scale pub
lic organizations has hardly been touched in terms of effectiv e ministry ,
The employment ot the superintendent is a proper occasion Fur the exam
ination ut the prov isiorts under which the superintendent is to be ay.
countable. It board members are to focus unpuitcy drueLpment (their rule)
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with a minimum of attention to administrative matters lthe executiveat.role), then the superintendent s duties and responsibilities flow rather
naturally trom that decision

The supenntendent should be evaluated in terms of the successful
management ot the'school system as well as the individual's ability to aid
and support the pohcy development process These are interrelated but dis-
tinct zones of executive responsibility Both need to be spelled out in
detail, thoroughly discussed by the board and the executive, and moni-
tored with data collection devio.s consistent with the dual zones of re-
sponsibility '3

Proposal Seven

Theamployee salary and wage determination prerogative now retained by
boards of education at local district levels be moved to the state level
This may be the most controversial proposal of those advanced in this

paper It is one that just about everyone will question for one reason or
other but it is not clear who or how many will oppose it. It may be the
most important proposal, however, if learning is to be improved.

The impact of collective bargaining on educational policy development pro-
cesses at the district level is essentially negative. Considerable energy goes
into negotiations detracting from b, the management of the enterprise
and rational policy development processes In fact, collective bargaining
in some school districts has become a major policy-enunciating acpvity
for the system and is a process that fails to meet the criterion of political
openness

The collective hargaining process as practiced presently is sheltered,
nearly clandestine, and rules out participation of many interested parties.

, The interests of students, parents, taxpayers, teachers, administrators,
and others are ineffectively reflected at the table There is little room for
considering the Items under negotiation in team of their implications for
such basic policy matters as learning outcomes, the effective desegrega-
non and integration of schools, or the extraordinary problems of moving
from adolescence into adulthood that young people expertence today

Thus I am proposing that salary, wage, and fringe benefit determina-
tions be moved to the state level This will allow local district board mem-
bers and administrators to focus on policy development that is related hm-
damentally to pedagogy and teaming. Such a change will lift an enor-
mous burden from the shoulders of local school officials and Iftserate
them for work directly and fundamentallj. related to the learning of
young people.

Bargaining at the state level hascbeen discussed recently in Califomia
where staff for the senate education committee conducted hearings on
the concept. Obviously the political implications of this proposed change
are profound but they are not without positive consequences at the state
level too Education will be center stage, inescapably attracting statewide
interest in the problems of teachers and other educational professionals.

Proposal Eight

Representatives of professional groups (teachers and administrators or-
ganizations) for local school chstricts become members of local boards ofedu-
cation and aSsume policy and accountability responsibilities equivalent to
their offices

Most if not all states would have to pass legisLation that would permit
representatives of professional groups to have designated places upon
local policy bodies It is a proposal that has many flaws and is ottered atter
considerable reflection It is advanced partially from frustration and atter
witnessing the displacement of the educational welfare ot children and
youth with other interests that tend to erode educational opportunity.

There have been unfortunate divisions between and among teachers,
administrators, and school board members who on a day-to-day basis are
responsible for local district teaching, managing, and policy making. The
weight of this proposal rests on shared responsibilities for policy development
and institutional accountability among professional staff and school boards
Practitioners at jhe classroom and building levels are informed people
with contributions to make in the educational policy development pro-
cess. The products of policy development activity ought to reflect directly
the best thinkingof laymen and professionals. Thus it is of substantial impor-
tance that such persons be responsibly involved.

Historically, it was expected Mat superintendents would and could re-
flect the educattonal significance and implications of policy under con-

sideranon by boards of educa tion Such is not the case any longer, at least
in many school distncts with long histones ot negotiated agreements In
some districts, perhaps many, it is literally not possible to develop
needed new educational policies either because of existing negotiated
contracts or the implications for future con tracts are so severe as to cause
board members and superintendents to abandon such educational policy
development all together They have reached an untortunate stage ot edu-
cantinal policy paralysis. Thus this proposal, linked with the movement
of collective negotiations to the state level, is Intended to produce badly
needed new education policy at the local district level

Proposal Nine

Boards of education utilize a disciplined framework tor policu enunciation
and employ that framework within a facility especially designed for that ac-
tivity, one which emphasizes the efficient and ratwnal use of data retrieval
and display technology

As indicated earlier, it is my belief that boards of education and execu-
tive staffs adopt a rational approach to policy development I would go
even further and recommend adaptations of the decision seminar model
of policy development authored by Harold D Lasswell 2 4 The decision
seminar is both theoretically complete-and practically feasible when per-
sons are trained in its use. It has been tested in many contexts and holds
unusual promise as a tool for public problem solving. hs The model is both
simple and complex simultaneously It is data and intormation depen-
dent, relies heavily upon rational processes, and permits (even de-
mands) in Its usage that the most contemporary and significant in tor-
mation be incorporated -16

The decision seminar operates most effectively in a physical environ-
ment conducive to the use of computer technology and management in-
formation systems. Ideally the policy development processes should
occur around a large octagonal table with primary participants seated in a
"theater in the round" arrangement allowing secondary and tertiary par-
ticipants to witness and take part in policy development activity within
policies and procedures established tor that purpose Technology
should also be available to broadcast andor telecast the proceedings
to the community lnteractise communication with the community
should be possible through telephone arrangements or other more ad-
vanced cable television capacity, again through policies and pro-
cedures established for this purpose

Proposal Ten'

School board members and executive staffs of school distncts be trained to
cyhandle poli'development activity for their enterprises

There is an assumption that persons elected to public ottice as well as
those appointed to professional admirustratv positions are Wily compe-
tent to engage in policy development activi es Lonsistent with their re-
sponsibilities. Nothuig could be further fr/m the truth in either cate-
gory " The complexities which surround/policy development and ad-
ministration of education (and other institutions) are so extreme that they
escape the ordinary patterns of learning andor preparation." Gover-
nance and management require disapl edapproaches that are both effi-
aent and effective. And persons must e especially trained to use those
approaches if they are to produce pol and administrative activity con-
sistent with the needs of contempor ry institutions. Haphazard, catch
as catch can, incoherent and irrati nal appro.aches which have charac-
terized policy and executive life large institutions over the past two
decades will not carry the weight f govemance and management needs
much further Radical change is r quired and that includes the incorpora-
tion of an open, ordered appro h to policy development and the special
training and preparation of pe sons who are expected to employ a more
rational system.

Proposal Eleven

One or more states should ass special legislationallowing school districts to
suspend ( for a period of ti e) current statutesqrules and regulations for the
governance and rnanag en t of school districts in order to test alternative
approaches to governa ce and management

The concepts and eas incorporated in the proposals above are radical
from one perspectw modest from another They are prob4ly too radi-
cal for state mand e and thus warrant special, almost hothouse condi-
tions, for their te ing and trial runs us I urge state legislation which
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will permit locat school districts, w ithin presinbed parameters, to set
aside existing uvernae and management provisions in order to test
new a pproac hes A few t our local school districts cannot sun, iv e much
tunger with existing go mance and management patterns. w Thereture,
it would seem detensi le tor state legislatures toestablish Londitions and
circumstances under ty hich the test of new approaches can go forward
possibly within these troubled districts at least Careful thought and
planning Will be necessary ec en in the formulation of legislation to allow
such e x perunentat iun to olcur But those uanditions and ground rules can be
spelled cud to allow experimentation to proceed responsibly

Proposal Twelve

The pnxesses ot policy development and their enunciation as well as the
processes of management be designed so as to include genuine, sustained

>tudent parent and other ntcen involvements

These proposals may appear, despite disclaimers, to be elitist in charac
ter and intent It may be teared that they would produce a closed system
rather than an open one, to overestimate the c alue of knowledge and
information, and to place too much confidence in board members ability
to dev elup policy. , and managers ability to manage under conditions of
treedom and nonintervention They are not

I believe, with others, that policy development processes and man-
agement processes must be open and incorporate many perspectives
Participation is esseinual tor a broad spectrum of citizens and profession-
als in ail phases ot policy decelopment and management. Policy de-
v eiopment impties a developmental process Policy shOuld nut emerge
full blown trom the mouth of Zeus. Polidy ought to be the product of
lengthy study and investigation, citizen and professional review, and
refinement betore enunciation. The policy itself must reflect the finest
thinking available, enlightened by the best research available. Similarly
managerial activity must proceed with citizen involvement especially in
the appraisal of institutional effectiveness .

.

ot

htis is an area where policy about policy is needed whether or not the
ruposals tor change are considered. Over the past dozen years or

so lucAl school utfioals have modified their practices regarding public
participltion and in vole ement in local decision making. But few districts
have produced comptehensive, well considered, local district policies in
respect to participation and involvement

A system ot citizen involvement at the building level with well defined
missions and purposes should be linked conceptually and practically to
the governance and management system at the district level." The pre-
sent torms and structures tor citizen involvement often lead to fnistration
rather than saustaction, and valuable citizen e ergies are wasted as a
consequence.32

Concluding Discussion
There are implications to be drawn from the proposals outlined

above. Sume ale latent Some are manifest Some are hidden Some
are in full view

It is clear that one set of implications relates to policy development
itself From my perspective, it is evident that pulley development process is
an important Luncept and should be addressed to broad sectors of educa
tional policy needs. It is also clear that policy development needs to be a
disoplmed arid organtzed process requiring extensive amounts of time,
conducted in settings conducive to vioncentration and reflection, and in
viurpurating participation ut laymen and professionals Similarly there
needs to be intensive thought given to the policy-needs of school districts,
including public and professional involvemenfin their identification, to
the preparation of policy development agendas and calendars, to provi-
sions for the training of school officials in their respective policy-making
roles and responsibilities In the policy development profess, and to incorpo-
ration of policy technologies and support capabilities to enhance the qual-
ity of policy products

It is ailsoa.lear that the policy requirements of an institution once under
stood, defined, and calendared are-manageable 'and can be met In chao-
tic circumstances often many decisions are made but few well-developed
policies are produced Actually only a few basic policies peed to be de-

i
veloped each yeir Thus what may appear to be an overwhelming prob-
lem is not so intimidating when it is broken out into policy secIN and
fitted into a rational agenda of review and development -The segmenting
Of mtensive work on policy permits a staff to have reasonalile periods of

time to perform policy de v elopment serv ices to board members Much of
the current frenzy which marks executiv e activit-t, schuul board
need would be reduced. Information, w hich results Iron w ithrn district
research as wed as new knowledge acquired trum other sources can be
incorporated into the policy development processes " Now it Ls nut

It is noithe intent ut these proposals to depoliticize education It is the
intent to make the policy process more operi and accessible to larger
numbers ut stakeholders, less vulnerable to the machinations ot policy
elites, and more yielding to the best policy science intelligence that man
has been able to devise Implementation ut the proposals would com-
partmentalize a bit more clearly the work of board members and execu-
tive staffs. But it would also lead to the integration of these two functions
in order to produce an improved quality ot institutional performance In
terms of power, more power would exist in the situation The power and
influence of neither the governors nor the managers would be reduced.
Both would be enhanced. Implementation ut these proposals would in
my judgment create a setting where the idealized creative experience
so wisely articulated by Mary Parker Follett in the mid 1920s cpuld be
realized, It would in fact be possible tor integrative behav for to occur,
reducing the occasions fur compromise and stalemate

There are constitutional, statutory, and other legal problems associated
with the proposals. If taken senously they may lead to rather general
reexamination ut the constitutional and statutory provisions for the gov-
ernance and management of local districts. Fur example, many current
school board responsibilities may need to be managed in other way s.
Determining salanes and wages ot school personnel, constructing (even
naming) school buildings, authorizing the issuance of bonds, setting
school tax elections ur referenda ut other sorts, the approval of federal
applications tor tunding, and other such decisions mayP be designated as
responsibilities of other governments.

The removal of the collective bargaining tunction from local districts
and placing It at the state level would, clear out underbrush and permit
boards of education and top school officials to focus more directly .upon
pedagogical and learning policy State level bargaining may lead ty a
clearer, unitorm delineation ot the scope ot bargaining and to the
identification of educational program costs as distinct trom those of
personnel.

The three basic responsibilities of board members stated earlier would
set the tone and establish the parameters of board and executive activity.
Consequences would flow from responsible attention to those three
board responsibilities. Much of the current trivia which occupies board
member time and energy would fall away in fav or of responsible educa-
tional policy actitity and appraisal. The energies of the administrative
staff, on the other hand, would be devoted to the effective administration
of policies enunciated by the board. Asa consequence of longer contracts
for superintendents the period for iudging the effectiveness of adminis-
trative leadership and performance would be extended. At the same tune
school distnct planning would fall withinJonger time frames, and some
sanity could be restored to the administration-of many school districts
where chaos is now the rule.

The tinal set ut implications surrounds the need to prepare both policy
makers and executives in ways consistent with these new emphases It is
proper to caution that the precise forms and content of policy development
process training is yet to be organized In fact, there is substantial skepti-
cism about the current capacity ut policy scientists to contribute much of
value to policy development. Lindbloom and Cohen in commenting
upon policy analysis and sy stems analysis say that.

Waste, noise, and the excesses of policy analysis all reflect we
suggest, a kind of hyper-rationalism among pPSI (practitioners of
Professional Social Inquiry) As a result of inattention to the lunite4
contribution ot PSI to social problem solving so tar, pPSI often suci
cumb to the belief that given enough PSI, all social problems can be
significantly ameliorated by it In actual historical fact, the 'solution'
to many social problems is simply continued suffenng. Or repres-
sion, Or a solution that itself creates new problems.

The present conduct Of governance and managerial activity often ap-
pears rational, but that is essentially a veneer Attendance at board meet-

' ings of a large city recently was shocking, even though I have been at-
tending board meetings in school districts (large and small) across the
nation for nearly 30 years. The agenda tor the session, a regular meeting,
was on a single sheet of paper with no documentation. There was noway
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tor people in the audience to tollow what was happening tunng the
meeting no explicit references were made to the agenda Board members
wereobvIously posturing and preening fur media and constituents in theaudience rhe administrative staff was u,norga nized No reterences were
made to learning, all discussion was adult-Len tered The rela tionship be-
tween the work of the governors and managers in this district and learn-
ing activity in the classrooms ot that large city were not discernible
School board members and administrators of that distnct (as well as
many others) w ould have to be trained in policy development Thus there
are Implications for colleges universities consulting firms, state depart-
ments school board and protessional organizations, and other gov-
emment al age s regarding the pre- and inservice training ot execu-tives and ot educiipon members in-policy development "

These pr r4sals are modest when we consider the seriousness of theneed tor le irov pertormance l(s my Judgment the time has passed for
cabW1, uninformed policy makmg 3°

Some local and state boards i.Aeducatton are moving in some of the
directions that Ouse proposed The State Board ot Education in Illinois
is reflecting in its practice some ot the ideas I have discussed, specific-
ails the utilization ot a policy development process, an annual three-day
retreat tor learning and planning, training in policy development pro-
esses and the des eloprnent ot an extended policy agenda The Toledo

public schools are designinga 'map and strategy" room to tacilitate pol-
deselopment The Milwaukee Board ot Education is considering

,thour POlt04 and the new Chicago Board ot Education ma); con-
sider some ot the concepts herein proposed The Calitornta State Senate
held hearings recently on mos mg collective bargaining to the state level
At The Ohio State University we will be convening (in conjunction with
the University Council tor Educational Administration (UCEA) partner-
ship program) representatives ot a half-dozen school distncts to con-
sider the above proposals tor potential adoption or adaptation

These are modest beginnings Much more fundamental, far-reaching
retorms are required

Footnotes
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vidual board members "demanded that the superintendent s staff make
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21
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regarding competence in leading a polio, deVelopment process Carol studied
the evaluation of superintendents.imNew jersey in the earlv 19c0s There were
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24 Harold D Lasswell-1 Pre-View of Policy Sciences (New York Elsevier Publishing
Comp.anv, Inc 1971)

25 Luvem L Cunningham, "Policy Sciences in the Field 19 73-78 'Qz/arterlii Re-port (Columbus, Ohio The Mershon Center, 19791 Also see LuYern L is
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officials See Glenn D Paige, The Scientific Study of Leaderchip

28 John LV Gardner in his recent book Morale sets the context and requirementsfor modern leadership insightfully stating that The task ot leaders in our kind
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Inc , 19781, Chapter 16
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Edgar L Morphet and Charles 0 Ryan eds (Denver Designing Education torthe Future 1362 Lincoln Street, 19661, Chapter 15
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Legislation 197ftl, Chapter3
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POLICY DEVELOPMENT WORKSHEET 1

Try to answer each of the following questions with five reasons:

Why did the people elect me?

1.

2.

3.

4.

5.

Why did I stand for election?

1.

2.

3.

4.

5..

6./



%MO ARE YOU AS AN INDIVTDUAL?

Background and Approach to Work and Life (1.1)

There is an ever increasing amount of evidence that school board Members are
in many instances elected because the people see them as role models or
persons who will guard and promote the values of the community. What do you
Chink is important? Answer these questions alone first, then follow numbers 4
and 5.

1. List the three most important influences of your background that helped
you become who are.

/

fc,
a.,

6.

C.

2. List three of the most important values about yo9T work, in the home or on 4
the job.

a.

b.

C.

3. List three of the most important values for your life and/or your family.

4. ,Introduce yourself to the other members of your group and share with one
another your ideas about one, two and three above.

5. For each of the items above create a list of the values your group holds
in commOn. You should have three lists. Also choose a separate person to
report on each of Che lists.

1

a.

b.

C.

2
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WHO A2E YOU AS AN INDIVtDUAL?

Can You,Describe Your Community? (1.2)

Instructions

o First, ehink of your awn community and see how many 9( the questions below 4

You can answer with solid facts.

o Second, share ppme of the.differences between the communities among your
rsmali group.

o Third, select either sex education, moral education or evolution as a
policy issue and, aa a team, comPlete 1.21, 1.22, 1.23-and 1.24.

o The teaM should be prepared to report to the large group.

o Each team has 30 minutes to complete this exercise.

1. How fast is your community changing?

Is it gaining' population?

b. Is it losing population?

c. Are the populaticn groups changing by:

"(1) Age?

(2) Rice?

44.

(3) Socioecolloie?

(4) Religious groups?

.2. Is your commanity'a financial base Changing?

3

I.
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DescrIbe Your Communityt-
7 P.,

Who are the Influence Groups? (1:21)

Instructions

List the religious groups, service clubs, fraternal organizations, unions, and ethnic §roups that are
present in youi community. Next, name a school policy issue in whrch they may have an interest. Also
name:one leader for each group. In the fourth column place the name of the person in your school
organization that best communftates with that group.

Group's Name Possible Policy Issue Leader's Name

,

Atiof

Person Who Communicates
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Ingtructions

Describe Your Community

Who are the Influential Persons? 4(1.22)'

List the names of the *ten" most influential (behind the scenes) individuals in yovr community
(external). In the second column next to each name Hat a currenl Policy issue in which that
person may be interested. If you can't think of a policy issue in which that person is
intesested, place a zero in the column. In the third column place the name(s) of the
person(s) in Your organization that communicates with that person. What is the role, of

influential person(s) who do not have apparent policy concerns?

EXTERNAL

1.

2.

3.

4.!

5.

6.

7.

8.

9.

10.

Name Policy Issue Pesson who Communicates
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Describe Your Community

Who are the Influential Persons in Your Organization? (1.23-)

Instructions

List the names of the "ten" most influential (behind the scenes) individuals in your community
(internal). In the second column next to each name list a cur{ent policy issue in which that
person may be interested. If you can't think of a policy issue in which that person is
interested, place a zero in the column. In the third column place the name(s) of the'
person(s) in your organization that communicates With that person. What is the role of
influential per,son(s) who do not have apparent policy concerns?

INTERNAL

5.

6.

7.

8."

9.

10.

Rame Policy Issue awk4Person who Communicates

/

4
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Policy Issue

Describe Your Community

What Groups or Persons Might Unite Over a Given Policy Issue? (1.24)

Groups and Persons
That might Unite
Against thp Policy

Groups and Persons
,That Might Unite in
Favor of the Policy.

Groups and Persons Who
(Have No Apparent Concern
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InstrUctions

WHO ARE

Pol

AS AN INDIVIDUAL?

Simulation (1.3)

Each group is to select one of the Future Briefs (1.3) as its.view of society
in the fut re. Each group wilt be expected.to give a report to the large
group on e values, goals, objectives and TIolicies it identified.

The sepond step is ba identify values, What aspects of education will the
comMunity--and bi imPlication, the nation--value, and how? Part of this
exercise should find participants dealing with more abstract values, e.g.,
attitude's toward self, families, neighbors and peers; work and leisute,
institutions, and the environment. The point is to clarify values that the
community (and the board members)*believes should be instilled in students for
whatever brief they select.

'The group next needs to identify to what extent and how its school system now
mirrors--or fails to mirror--these values. Board members would consider
future prospects--problems and opportunitiesfor their school system in the
context of these briefs.

The group members then need to prepare a partial set of goals for their school
system. These goals should, of course, be cpnsistent with the values
,identified above, should be constructed to fill gaps between the school system
as it presently operates and perceives values, and should take into account

factors likely to influence tne sdhools' environment in the near future.

Next, participants need to identify what things the slol board'Oan inauenge,t,,

and how, and. What things it dannot affect. For example, a board has lithe
control over local migration patterns or over federal policies in education.

The participants then need,to det three ohjectives and make specific policy
for each objective.

8



WHO ARE YOU AS AN INDIVIDUAL?

Policy Simulation (1.3)

Transition to a Slow-Growth Pattern: Future Brief I

This line of growth assumes a sweeping change in some of the most fundamental'
values and beliefs of Americans. The shift will be brought about in part
through a state of "growth culture" unrest which leads through a period of

'stringent/social discipline toward an evolving order in which self discipline
and reverence toward ecological And cultural order oombine with a rejection of
the previous consumption-based ethic. Many freedcas currently prized are
limited in the interest of stable transition, but the restraints start to be
released during the last decade of-the century. This is a relatively
prosperous future, moving toward a minimum consumption,, satisfactory,
low-growth pattern by 2000 A.D.

Transition to a Moderate-Growth Society,
Liberal Democracy: Future Brief II

This is a line in Which the values of liberal democracy are-tried and found to
be sufficient without the Sweeping changes in Future Brief I. Rates of
technological Lnnovation slowed gradually under the pressures of resource
exhaustion and pollution control. However, technological uneffiployment
threatens to be a serious problem since automation will be developed and the
value shift will be away from the work ethic. The trend will be away from
conspicuous nsumption, but Aaterial evidence of success still will\be
valued.- Thq year 2000 will seem to offer a stabilized American society with a

, slow-growi , satisfactory, active technological economy.

ticw
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FUTURE
BRIEF
SELECTED

POLICY SIMULATION (1.4)

WORKSHEET

Goals and values
1985-2000

What is school doing
now about the goals
and.values for 1986?

New goals to move
towards in 1985

What the school
board can or can't
influence

dr,

Ob/ectives & policy
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KEY QUESTIONS ON POLICY

WHY DO WE NEED POLICY?

o "Good boardsmanship holds true to the principle that_the board must be in
charge and must always get what it wants." Written policy increases the
likelihood of the board getting what it wants.

410.

WHAT IS A POLICY? 0

o A written policy statement id an expression of the board'A view of what it
wants to happen.

o A policy statement is the means through Aich the board directs the
resources Of the school district to meet its predetermined goals.

A policy tells what is wanted and may also include why, it is wanted and
. how much is wanted.

'o _Policy gives direction and clears the way for the administrators to take
action. "Those who make policy are in control."

WHERE DO POLICIES COME FROM?

o Policies opme from the oommunity as represented by the boareof education.

o Most often school board members ars elected becatise they are

representative of the majority's view of the values, beliefs and style of
the community. .

EST POLICIES?

o Policy sug
a school b
ma .4int

C.

.1,

stions may
ard- member,

t a policy

emerge from aliumber of aZies. The suggestion of
an administrator, a teacher, a pareht or a student
idsue.

o Policy at its best emer2 when the school board plans ahead or
anticipates problems that are likely to be a,community concern.

4



.WHAT ARE THE FOUR PURPOSES OF WRITTEN POLICY?

o The first is to conserve school board time and effort by freeing it from
routine action.

o The second purpose of written policy is to provide for consistency.

o The third function of written policy is to give the board's
representative, the superintendent, guidance and direction during its
absence.

o The fourth is to serve as a legal record.

HOW CAN WE MAKE BETTER POLICY?

o If we define better policy to mean that it lasts longer, that it better
uses the district's resources to meet the needs of the future and that
it's more representative of a broader base of the community's values, then

.better policy is the result of a decisiori-making process.

o The raw material of the decision-making process is information.

o The more people included in information'gathering the more likely the
policy will be more meaningful to a larger group'of people which means it
will probably last longer and be easier to impleMent. ,

WHAT t8 tfig LEGAL AUTHORrrY FOR POtICY?

,

o The responsibility for the quality operation of the sqhool district rests
V'

largely on the schoOl board.

o The powers and functions of a school board may vary from state to state or
vary within a state, depending on the size of the school district.
However, to the school board alone is delegated the responsibility either
through implied powers or state law to provide for public education.

o Board members serve as both state officials and representatives of their
local communities.

School boards alone are givem the responsibility for making the will of
the people felt as it is expressed in state laws and local priorities.

12 ;"



HOW IS POLICY RELATED TO RULES AND REGULATIONS?

Genera\lly speaking, a "rule of thumb" suggests that the school board
establishes policy and the superintendent develops the rules and *

' regulations that put the policy into effect. The procedure varies from
community to community, depending upon,the inportance of the policy and
its supportive.rules and regulations. In the case of economic, social or
political iss4es widch are sensitive, the school board may want to review
and approve the rules and regulations. Under the same circumstances the
superintendent may want the school board to approve the rulestbrd

thregulations. it should be noted at if the board approves rules and
regulations it narrows the operational authority of the superintendent.
Sometimes this is desirable and at other times Pt is undesirable.

WHO IMPLE1iEN1S POLICY?

o The board employs a superintendent to t its/policy into effect.
Generally speaking, the school boar sets po]/icy and the superintendent

develops the rules andiregulations that will/ put the policy into effect.

WHO EVALUATES THE EFFECTIVENESS OF OUR POLICY?!

414 The schbol board should develop a policy that calls for regular and
systematic review of ail the board's poiiciet. The tuperintendent should
provide the procedures that require a yearly review and evaluation of all
the board's policies. \

WHAT POWER DO POLICIES HAVE?

o Policies in ffect have the power of law. Poiicies are the ultimate,
authority of ,the school district. Everything that takes place in A school
district sho ld be derived from the authority of-a policy. Of course, all
the policies of a school district should be congruent with state law.

WHEN IS A POLICY NEEDED?

o A policy is ieeded whenever the school board wants to give-direction to
the superint ndent. Policies are also needed in order to provide
directions f r routine action, e.g., guest speakers, use of bUildings,
etc. EstItLish1B5,291kam to deal with routine action wp.l allow the
board to's nd iture of their precious time in other\more important ireaS,
such as cur iculum.

.143-



,wao APPROVIZ POLICY?

o Only the school board.acting as a legislative bddy can approve policy.

WBO SHOULD WRITE POLICY?.

%
o Often the school board will aisign the task of writidg policy tO the

superintendent or one of his/her administrative team: However, an

increasing number of school boards are writing theirown policy'. No

matter who writes the policy, the school board is responsible for it.

,.,W11ERE SHOULD THE poLlats BE'LOCATED?

o All of the school district's policies shoUld be lotated in one ceniral
file --often a notebook. The policies should be filed according bo a
central filing schemer-The most popular.filing scheme appears to be one
developed by the National School Boards Asscciation.

4
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POLICY DEViLOPMENT WORKSHOP

Workshop Critique

, . :)

In ordei to improve 'the workshop, we.would appreciate your time in answering

the following questibns. Feel free to make comments regarding any item."
4

1. Did*this worIcshop cover what it was advertised to cover?

No

1 . 2

Somewhat

3 . 4

Yes

5

If not, what was missing that you exrected to cover?

ler

2. Do you feet that the content of this workshop will be of help to iou as a
school board gember?

No Somewhat
1 2 4

e

Is' there erne (or. more,) specific action(s) you can ta li? back to yoUr3

-$

Yes

5

district aoncerning policy development?

Definitely
Not

'2

Somewhat

3 4

DefinitelY
'Yes

5 .

-,Can you name one?

4

4. Was adeqpate time all wed for questions and discussion durIng the

presentationf

somewhat
. 1 , 2 3 5

4

5. please state one thing you leakne'd or galned from ie session:

- cLtx.

15
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6. 'What questions remain unanswered for you regarding policy development?.

bio

1'

7. Relative to workshops you have

ry.Poor
1

tended, how do you rate thit workshop?

Very Good
3 4 5

.E3. How would you rate the overall performance,of the leaderknowledge and
presentation? a

Very Poor
1

Very Good
3 4

9. Axe you:

A sdhool board member
A rsverintendent
Othet: please state

lb

10. What 44..n the leader do to improve the session?

11. Any aiditional comm

A I,

%1)

ts for improvIng this arid future workshops will be

16
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A

ga

f.."`",-44



z

Wily Did the People Elect Me?

1111 Did I Stand for Election?-
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. PUBLIC'S EXPECTATIONS
0.1

PROMOTE PUBLIC- INTEREST.

UPHOLD COMMUNITY VALUES:

-LISTEr.\I TO GRiEVANCES

SUPERVISE PRO-FESSIONALS

,CONSERVATORS OF RESOURCE'S

PROMOTE RIGHTS AND' JTERESTS

lb

8 ts

^

PO 2A
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SCHOQL BOARD'S EXPECTATIONS

1

(

tt,

-

IMPROVEMENT OF EbUCAT1ON

Is , k

1
PO 2B
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FOUR FUNCTIONS OF SCHOOL BOARDS

Providing for

A PROGRAM OF QUALITY INSTRUCTION

fr

MANAGEMENT AND DIREPTION OF THE SCHOOL S'./I:EM

GUIDANCE OF THE SCHOOL SYSTEM THROUGH PbLICIES

OMMUNICATION BETWEEN COMMUNITY 4NII STAFF
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WHO ARE.YOU PS AN INDIVIDUAL?

Your Values

Goarefor Eacatiori

Background

Apoac1yto. Life and Work
-,r

)

/

\

4

. .41.

CAN YOU DESCRIBE T1&E COMMUNITY
, YOU REPRESENT?'

A

..

/ .
G ,

WHAT STATE AND FEDERAL INFLUENCES
DO. you FACELOCALLYi

../

\
WHAT IS*THE STATUS OF YOUR

DI8TRICT?

41
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ALL EFFECTIVE POLICIES:

Began vvith a 'prOblem or need
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2. Wer ritten or designed so
people know vvhat to doo
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3.-Are enforced, evaluated and
changed as nee9ed.
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Written policy is neede-d to

1.. Insure. continuity

2. Clarify expectations

3. -Direct the superintendent

4. Info*rm Public

5. Secure the bo d's position<
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/ i3OLICi CYCLE

/ IDENTIFY A NEED

) '4DIRECT A POLICY ANALYSIS

REQUIRE POLICY OPTIONS k

...0
i Costs iry-Doilar's,

Staff
Rules; egulations and Guideline-s.

REV1EW IP9LICY DRAFT

TAKE ,AC ION .

, r

,

Rewrite ,

Re*t
.

Adopt

IMPLEMENT AND MONITOR ,

REVIEW AND EVALUATE

REVISE OR REMOVE AS NEEDED
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PURPOSE
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GOALS/

1 Long term replts

OBJECTIVES.

1 Short term results

9

F

PO



,

."-

Y...

f\
,

-

,

'

I

.-,

,
, . Management

Curriculum &
Instruction

Communicatiofi.

Policy .
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STRATEGY
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POLICY
41.

defines exactly what the
system seeks to ac4ieve
throu0 its activities

n.

Master Plan

,

\
\-. silStructures,

procedures,
Methods, for activities
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